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ABSTRACT 
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School of Theology, Fuller Theological Seminary 
 
The purpose of this paper is to devise a strategy of coaching for raising and 
multiplying the number of disciple-making small group leaders at North York Chinese 
Baptist Church. The method for achieving this is to apply coaching as a means of 
equipping for spiritual formation and life transformation. It is a relationship-based 
process of coming alongside a person or team to draw out God’s best in them by 
enhancing their awareness of improving self performance, taking intentional action for 
life change, and moving forward to accomplish God-given assignments. The coaches are 
committed to develop small group leaders into disciple-making disciples.   
This study is divided into three major sections. The first part provides an 
analysis of the barriers to making disciples that results in church growth at NYCBC. The 
cultural challenges in disciple-making in the church will also be identified. The second 
part looks closely at the theological and biblical foundations for disciple-making and its 
process. A theology of coaching in developing disciple-making leaders will be included 
in this section. Part Three will set forth strategic approaches for the practice of coaching 
to develop disciple-making leaders in the context of small group ministry. Those 
approaches include: identifying essential components of strategic coaching, 
understanding the roles of church leadership in coaching, developing a roadmap, and 
dealing with different phases in the practice of coaching. 
In order to build healthy small groups as the heart of a people ministry platform at 
North York Chinese Baptist Church, this paper will focus on developing personal 
coaching for empowering the small group leaders as disciple-makers who are committed 
to making disciples in their small groups. The goal is to make every small group leader 
into a knowing-, being-, and doing-disciple. 
 
Theological mentor: Kurt Fredrickson, PhD 
 
Words: 315 
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INTRODUCTION 
 
     At present, in most churches, shepherding is a task usually considered to be the 
responsibility of only full-time pastors.  However, as their congregations grow in size, it 
becomes very difficult for the pastors to care for every believer, a circumstance that 
usually causes the congregation to stop growing.  Exceptions to this observation can be 
found in some of the larger churches worldwide, such as Yoido Full Gospel Church and 
Willow Creek Community Church.  These churches share one characteristic: they use a 
small group shepherding model, which effectively motivates and trains more lay leaders 
to participate in caring and disciple-making so that the church can continue to grow. 
     Hoping to achieve the same exponential growth observed in the mega churches, 
many churches have devoted considerable resources to develop the same small group 
model. However, not all of these churches are successful in achieving the anticipated 
growth.  One primary reason for the implementation failure is the traditional ministry 
structure of the congregation.  Each church has its own uniqueness and cannot blindly 
copy another’s model. If the small group model is implemented as merely an additional 
ministry, it will usually become just an additional burden for the church leaders.  They 
will continue to be program oriented and will not be able to focus on establishing a 
foundation for life transformation in a small group setting. 
     However, in a large-sized church, the small group setting is most effective in 
providing support in a cozy environment.  In order to fulfill the life-transforming purpose 
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in a small group format, the personal and spiritual quality of small group leaders must be 
enhanced. Seen another way, a good small group leader is like a beautiful flower. He or 
she will wilt and die without receiving support and encouragement over a long period of 
time. Therefore, in addition to providing regular leadership training, it is even more 
important to supplement small group leaders with some long-term individual coaching,1
     NYCBC was established in 1970 by a group of Hong Kong immigrants in 
Toronto, Canada, and has grown from a small gathering of a few families to a tri-lingual 
congregation of about eight hundred members. Unfortunately, the church has not seen 
any growth in the last decade. Though all the pastors are constantly busy in the church, 
they still cannot effectively take care of the many needs of the congregation. 
Furthermore, they often hear a lot of complaints about the lack of care. In order to have a 
healthy and flourishing church, it is very important to continually raise and multiply more 
lay leaders to work together with the pastoral staff to serve the growing congregation, 
especially in care. 
 
which will be analyzed in detail in this ministry focus paper.  To effectively and 
continuously build healthy small groups as the heart of a people ministry platform at 
North York Chinese Baptist Church (NYCBC), this paper will focus on recruiting, 
training, and establishing coaches as lay-pastors who will develop group leaders into 
disciple-makers. 
     Recently, NYCBC has completed the Natural Church Development (NCD) 
survey.  The result indicates that the “small group” is the strongest area in the church. 
                                                 
1 Coaching is a life-transforming process of drawing out God’s best in people by coming alongside 
others to help them to better understand their own uniqueness, maximize their potential, finish the required 
tasks, and increase the meaning of life. 
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Similar to many other churches, NYCBC is blessed with many talented and passionate 
small group leaders, but most groups cannot achieve significant growth in either quality 
or quantity. Although there are many newcomers joining the groups, there are also the 
same numbers of members leaving.   
In retrospect, most of NYCBC’s small groups focus only on gaining head 
knowledge of the Bible, rather than applying God’s word in their daily lives. Today, the 
biggest problem for small groups in the church is a lack of effective discipling for the 
participants.  Though more than 90 percent of the whole congregation often regularly 
attends these small groups, their lives unfortunately have not changed jhhjor grown.   
     It is essential to notice that healthy small groups are the foundation in building a 
church and increasing its growth; the strategy for this foundation is based on the renewed 
life of its members. However, a healthy small group needs a small group leader with a 
renewed life as well; he or she cannot just stay in the role of gathering more members but 
should also be Jesus’ disciple in actively building up others’ lives. Therefore, promoting 
coaching is not just adding another ministry at church. Its purpose is to strengthen 
potential leaders, which is one of the church’s most important but often forgotten tasks. 
     The most crucial factor for achieving success in the coaching system is to remind 
the leaders to establish a common goal – helping others succeed.  The church must focus 
on building up each member’s life, to help all the members understand their roles and 
missions as given by Christ.  As Paul says in 2 Timothy 2:2: “And the things you have 
heard me say in the presence of many witnesses entrust to reliable men who will also be 
qualified to teach others.”   
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     Every leader needs brothers and sisters to work together and eventually take over 
his or her ministry.  This is exactly the underlying theme in the Great Commission – to 
build up disciples.  The goal is not just to build them up so that they become strong 
spiritual leaders like Paul.  Each church leader should know that one cannot possibly 
finish the Great Commission alone.  He or she also needs to realize the importance of 
developing more disciple-making leaders.  Thus, encouraging and providing guidance 
should never be ignored in the leader’s busy schedule. Church leaders must be of one 
heart and mind in finishing the Great Commission.  If they can always focus on and 
cherish a common goal, they will have more unity, experience fewer conflicts, and be 
able to encourage everyone to serve according to his or her gift in order to finish the 
mission that God has assigned to all of His churches on earth. 
This ministry focus paper will be presented in seven chapters. Chapter 1 will 
analyze some of the major obstacles that NYCBC will face when the church initiates the 
coaching network. It will examine the existing infrastructure of the congregation and the 
resistance coming from the core leaders.  Afterwards, it will discuss the factors that cause 
the congregation’s lack of motivation to grow.  
Chapter 2 will examine the challenges that arise from the cultural background of 
the congregation of NYCBC. It will look at the influence of the traditional Chinese 
mentoring practice first. Then the differences between oriental and western education 
received by the congregation will be explored. When promoting the practice of coaching, 
the different original denominations and lifestyles of the immigrants are another set of 
challenges that NYCBC faces. 
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Chapter 3 will provide a theology of disciple-making based on the Great 
Commission, the example of Jesus, and the approach of the early church. To bring people 
to the point of becoming fully devoted disciples of Christ, four biblical principles of the 
disciple-making process will also be explored.  
Chapter 4 will specifically address coaching in developing the disciple-maker. It 
will provide the theological foundation for the characteristics of coaching, with regard to 
disciple-making, which not only emphasize the importance of building human 
relationships, but more importantly, focus on building a relationship with God, in order to 
give believers a clear life mission for His kingdom. Before presenting the core 
theological convictions of coaching, the chapter will explore the biblical examples of 
coaching in the New Testament. To embrace a vision for life transformation, coaching 
posits that every person has God-given potential, which can be used in serving the body 
of Christ through the work of the Holy Spirit and which can be found through discovery 
learning.  
Chapter 5 will identify the essential components of strategic coaching for 
disciple-making. These core values of coaching are consistent with the theological 
principles outlined in chapters 3 and 4. Through a common understanding of the essence 
of coaching, church leaders can rediscover their missions and renew their strategies for 
disciple-making at NYCBC. 
Chapter 6 will provide a strategic roadmap for the practice of coaching. To 
accomplish God’s given mission, church leaders should first know who NYCBC is.  
Then they need to find out where the church is currently, embrace a common vision and 
goal for the Great Commission, and identify what God wants them to do.  
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Chapter 7 will present a strategic and progressive plan to promote the practice of 
coaching. The whole plan is divided into six phases:  the vision-casting phase, the 
modeling phase, the pilot phase, the assessment phase, the set up phase, and the public-
launching phase. The final goals will be presented at the initial training workshop for 
coaching during the vision-casting phase. Before moving into each succeeding phase, 
people’s feedback will be collected in order to evaluate the progress, and the specific 
goals for each phase will also be determined. Throughout the process, the church will 
provide support and training for those who will be committed to being coaches. In order 
to make the appropriate adjustments and to avoid unnecessary misunderstanding and 
conflict, the core church leaders need to discuss and review the progress from time to 
time in each phase. 
This paper stresses that disciple-making is Christ’s command for multiplication of 
disciples: it brings people to maturity in Him through the power of the Holy Spirit. It is 
the goal of this study to enhance small groups as the core platform for developing 
disciple-making leaders. Through coaching, NYCBC will make every small group 
member into a knowing-, being-, and doing-disciple. Instead of only gaining knowledge, 
everyone in the small groups is expected to live out the Scriptures and apply acquired 
biblical knowledge in their lives. 
    
 
 
 
 
 
 
PART ONE 
ANALYSIS OF THE DISCIPLE-MAKING ENVIRONMENT AT 
NORTH YORK CHINESE BAPTIST CHURCH 
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CHAPTER 1 
 
THE BARRIERS IN DISCIPLE-MAKING THROUGH COACHING AT  
NORTH YORK CHINESE BAPTIST CHURCH 
 
 
Since NYCBC has been established for almost forty years, there are some 
traditions and structures that cannot be easily changed, especially some ministries, 
fellowship groups, and small groups; they have a tendency to resist any change.  
However, the church should overcome these barriers in order to move forward and create 
environments where people can grow and innovation occurs. It is time for the church 
leaders to invest more energy and resources in planning and developing a life-
transforming strategy that will follow through the practice of NYCBC’s mission 
statement: “empowering God’s people, blessing our world.”  
When talking about coaching, I mean it as a new strategy for disciple-making, 
which emphasizes learning by interacting through human relationships. The use of 
coaching to develop disciple-making leaders will do more than just teach knowledge; it 
will focus on people’s interaction as a way to grow. In the coaching approach for 
disciple-making, a mature Christian will walk alongside the new believer, as a life-
transforming agent who will help draw out his or her God-given potential. This will be a 
big challenge for NYCBC to change their usual and traditional pattern in training 
disciples. 
  9 
 
  
 As Rev. Hay Him Chan, the former senior pastor, said, “NYCBC is like the big 
ship Titanic: it cannot change direction quickly.”  The ship needs to see clearly its course 
beforehand, to avoid running into reefs or icebergs.  Drastically increasing speed or 
changing directions without forethought will only bring unwanted danger.  If the church 
is to run in the direction of God’s plans, she must know where she is, as well as foresee 
what the potential obstacles are.  
  
The Traditional Structure’s Resistance to Change 
NYCBC belongs to The Fellowship of Evangelical Baptist Churches in Canada, 
one of the largest Canadian evangelical denominations. Insisting on the concept of “the 
priesthood of all believers,” the church has developed a leadership structure led 
collectively by its members and has set up various ministries to maintain the daily 
operations of the church.  
Although the leadership of the church is given to the deacons, they are installed 
only after church members reach a consensus.2
                                                 
2 NYCBC By-Law No.2 - item 19.05(d) and (e) state that with the consent of the candidate(s) and 
the approval from the Board of Deacons, the slate of nominations shall be presented by the Board of 
Deacons to the annual Business Meeting of Members for election by a resolution of the members. Each and 
every candidate requires two-thirds vote cast by the members present in person or represented by proxy to 
be elected to the Board of Deacons. 
 Furthermore, most important decisions 
concerning the congregation must be voted upon by the church members in a general 
assembly before they can be executed.  Therefore, if the church plans to restructure, it 
must provide advanced notice, according to church rules and regulations, and provide 
sufficient time for consultation and feedback before presenting the idea to the church 
general assembly.  The whole process is very democratic and monitored carefully, but it 
is very slow, and changes can only be achieved after countless, lengthy meetings are 
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held. Thus, many leaders spend all of their energy in these meetings and are already too 
tired to take effective action in improving the church’s situation.  
As the modern lifestyle becomes busier, most in the congregation find it very 
difficult to participate in regular weekly fellowship life; exceptions are the elderly and 
young people.  As a result, most fellowship groups are scheduled to meet only once or 
twice a month.3
 The reason that the traditional structure of the church can become a tradition is 
that, certainly in the past, the traditional structure of the church led to fruitful results.  As 
time passes and generations evolve, however, the surrounding environment and lifestyle 
continue to change as well, rendering the current mode of operation ineffective and 
outdated.  In order for the church to continue its growth, church leaders cannot just 
reminisce about its past success and refuse to consider new changes.  They must evaluate 
the existing pastoring model and make appropriate adjustments.  Otherwise, the heavy 
traditional structure will become a burden and an obstacle to the church’s renewal.  
  This has led to a great reduction of the time and channels for these 
groups’ people to experience Christian fellowship and practice their belief. In view of this 
unhealthy trend, NYCBC committed to developing a small group model in the church 
from 1996 to 1998.  However, despite the time and effort spent by church leaders to plan 
and promote this model, they worked without result, due to the constraints imposed by 
the traditional structure of the church.  In the end, the plan had to be suspended.  Since 
then, all the small groups are still in limited development under the governance of the 
fellowship groups. 
                                                 
3 Fellowship group is the medium-sized people group. In numbers, it falls between the people 
groups of Sunday service and small group. Through planning and organizing regular meetings with 
programs and activities to meet the needs of the target people, it provides mutual support and edification 
for a specific segment of the congregation with similar background or life-stage.  
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Upon carefully observing the churches from earlier days, one notes that our Lord 
did not set a specific system or programs.4
However, now, many of the traditional structures of the church cannot be changed 
so easily; they may even be regarded as sacrosanct.  This invariability causes those who 
serve to focus only on maintaining the traditional structure while neglecting God’s Great 
Commission.  However, as rapid changes continue in this generation, the church will only 
become more ineffective if it continues to use the existing administrative structure and 
refuses to make appropriate adjustments.  Not only will the church be unable to realize 
God’s will, but it will waste most of the resources granted by God.  In the end, the church 
loses the motivation to seek revival, and blocks itself from growing.
 Initially, the apostles only were directed to 
manage the church. However, as the number of disciples grew exponentially, the church 
appropriately added the position of deacon to manage meals and assist the apostles in 
taking care of the daily needs of the congregation, so that the church could continue to 
grow.  
5
 
  
Power Struggles among Leaders 
In a Baptist church, the pastors are usually employed and assigned to specific 
ministries.  On the one hand, they have to work according to decisions made by the 
deacons or church members.  On the other hand, they have to obey and fulfill God’s 
                                                 
4 Bill Hull, Jesus Christ Disciplemaker (Grand Rapids, MI: Baker Books, 2004), 13-26. Hull 
wants his readers to walk back into the time of Jesus. He points out that Jesus was not a product of the 
system, and he chose his followers from outside of the system.…Our Instructor will not be teaching us 
about church programs, which are quickly modified in the tides of change.…Rather, Jesus of Nazareth will 
teach us principles that transcend time and culture, principles of disciplemaking that can work in any 
setting, under any conditions. 
5 Christian A. Schwarz, Natural Church Development: A Guide to Eight Essential Qualities of 
Healthy Churches (St. Charles, IL: ChurchSmart Resources, 2000), 7. Schwarz stresses that God has 
provided everything we will ever need for church growth, yet we do not always make proper use of it. 
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vision and mission in leading the church. While the pastoral staff are the spiritual leaders, 
they cannot use their authority to gain obedience from other lay leaders. Therefore, power 
struggles often come out between the pastors and the board of deacons when there is a 
disagreement between them. 
Even though the by-laws of NYCBC define pastoral staff as “the spiritual leader”6 
and the deacon as “the church leader,”7
 NYCBC does not ordain any elder to commit to long-term leadership in the 
congregation.  The deacon is usually voted for a term of office of given duration, which is 
based on the western, democratic society, leadership model.  Whenever the term of office 
expires, unless the leader is re-elected, he or she is no longer directly involved in the core 
of leadership.  
 the task of setting future plans for the church was 
not clearly assigned to a particular role.  Therefore, pastors and deacons often get into 
conflict and create tension with each other.  The situation is worsened if the senior pastor 
was hired externally instead of being raised within the congregation. Although he or she 
has much experience in leading a church, equipped with high academic qualifications and 
excellent leadership skills, it is very difficult for this pastor to implement any reform 
since he or she has not worked in the new church long enough and does not know the 
congregation well enough to gain their trust. 
Over the past four decades, changes in leadership roles have occurred regularly. 
Therefore, it has been very difficult for the core leadership team to build trust and create 
                                                 
6 NYCBC By-Law No.2 – item 25.01 states that the “Senior Pastor shall be the spiritual overseer 
of the Church…(a) the duty to provide spiritual leadership to the Church and to work in conjunction with 
other Pastor staff members and Deacons in implementing such spiritual leadership.” 
7 NYCBC By-Law No.2 – item 20.01 states regarding Leadership – “The Board of Deacons shall 
exercise leadership in setting Church direction and policy making.” 
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chemistry since they do not know each other well enough.  As a result, it is difficult to 
effectively promote reform in the church. Especially, whenever there are different 
opinions to be voted on, the business meeting of members will easily turn into a 
campaign for votes, in which the leaders are stuck in a power struggle trying to defeat the 
other party 
At present, church ministry members are nominated and elected by the 
congregation annually to prevent the church from being controlled by a handful of 
people.  However, the leadership of the church has become politicized and often becomes 
a competition for a few ambitious leaders to win support.  They would secretly campaign 
for votes and fight against opponents regularly. The church will decay if it has a majority 
choosing to follow these leaders who cause divisions.  
 In reality, it is impossible for everyone to be involved in a church leadership 
role.  On a regular basis, only 10 percent of NYCBC church members attend the general 
assembly.  While the church has reduced the quorum to forty people, it has gradually 
formed a small circle of decision-making and leadership.  
 Although most of the ministries are led by mature and experienced leaders, they 
rarely cooperate with each other.  The lack of mutual support causes them to recruit 
talents from other existing ministries to ensure they have sufficient resources to continue 
their own work. In order to obtain enough ministry funds from the church’s annual 
budget, some of them also curry favour with those in power. This has often resulted in 
unnecessary conflicts among these leaders, due to a lack of communication.   
I really agree with Ronald Richardson’s comments in his book Creating a 
Healthier Church:  
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When people can be connected with one another and maintain a sense of self, 
there will be a higher level of ability to think through challenges and difficulties 
facing the group; they will be able to be open and clear with one another and 
attentive to one another; there will be a higher level of cooperation; and each will 
be responsible for self’s own part in the process.8
 
  
According to the report of NCD results to NYCBC in May 2006, there are seven 
out of eight quality characteristics under the quality index of 65.9 It also indicates that the 
“Loving Relationship”10
 
 is the weakest area in the church.  In order for NYCBC to 
continue growing healthily, leaders must reflect upon their current focus to check 
whether it is in accord with Christ’s Great Command, or just for their own good. 
The Shortage of Leaders 
Recently, NYCBC’s core leaders and small group leaders had a meeting to 
discuss the development of small group ministry. They discovered that most of them 
serve several positions in the church and are extremely busy in accomplishing various 
tasks. Though they are working very hard, they still cannot effectively take care of the 
many needs of the congregation.  
Carrying too great a workload, most of the leaders believe that there are too 
many programs and activities in the church. These church activities make them feel so 
tired that they are left with no time to develop more leaders to work with them. As they 
                                                 
8 Ronald Richardson, Creating a Healthier Church: Family Systems Theory, Leadership and 
Congregational Life (Minneapolis, MN: Fortress Press, 1996), 108. 
9 Schwarz, Natural Church Development, 40. Schwarz analyzes that the “65 hypothesis” simply 
states that whenever all eight values climb to 65, the statistical probability that the church is growing is 
99.4 percent. Again, this is one of the few church growth principles for which we have yet to find a single 
exception anywhere in the world. 
10 Ibid., 36. Schwarz stresses that there is a highly significant relationship between the ability of a 
church to demonstrate love and its long-term growth potential. Growing churches possess on the average a 
measurably higher “love quotient” than stagnant or declining ones. 
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do not want to see the small groups stuck at this stage, they are hopeful that the church 
will soon come up with a clear strategy and direction to build up a next generation of 
leaders. 
Joel Comiskey, writing of strategies to establish an effective, people-oriented 
ministry, rightly points out that “churches do not reap the harvest because they have 
small groups. They reap the harvest because they have harvest workers. Churches that 
have no plan to develop leaders have, by default, planned to lose the harvest.”11
Today, the biggest problem for small groups in NYCBC is not only the shortage 
of leaders, but also the lack of passionate disciple-making leaders. While the current 
leaders have to work very hard, there are no new leaders joining in to bear the burden 
with them. This leaves most of the leaders worn out and wanting to quit. However, their 
time is consumed by their daily operations in the church, so they fail to focus on building 
up the next generation’s leaders. Fulfilling God’s mission is like a relay race: it cannot 
rely on just one person to finish.  Even though everyone runs very fast, if the next runner 
cannot receive the baton, the effort will be wasted. As a church continues to grow, it 
cannot rely solely on full-time pastors to shepherd the whole congregation. In order to 
have a healthy and growing church, it is very important to continually raise and multiply 
lay leaders to work together with the pastoral staff to serve the growing congregation.  
  
J. Oswald Sanders presents insightful and practical guidelines on leadership in 
the church: 
Leadership training cannot be done on a mass scale. It requires patient, careful 
instruction and prayerful, personal guidance over a considerable time. “Disciples 
                                                 
11 Joel Comiskey, Leadership Explosion: Multiplying Cell Group Leaders to Reap the Harvest  
(Houston: Touch Publications, 2000), 16. 
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are not manufactured wholesale. They are produced one by one, because someone 
has taken the pains to discipline, to instruct and enlighten, to nurture and train one 
that is younger.”12
 
 
As Sanders’ words apply to NYCBC, it is essential to reduce unnecessary church 
programs and to refocus on building up others’ lives in order to serve the Lord 
together. At present, though, the most urgent need is to get more current leaders to set 
aside their time for developing disciple-making leaders individually. The church 
should raise up more workers, not only for the harvest, but also from the harvest.  
 
A Low Spiritual Climate 
NYCBC is regarded in Toronto as a resourceful church, which employs many 
full-time staff to run its daily operations and has many gifted disciples to regularly 
support its work. However, the number of church members has not risen, but declined 
gradually in the past decade. In order to attract more people, the church organizes 
different kinds of programs and activities directed to the public.  
Recently, the church has even bought land to build a community centre to provide 
more community services. The Community Service Ministry always offers social 
programs without acknowledging a direct connection to God as the source of spiritual 
help. It represents another unbalanced portrayal of the church. Since the new building 
project involves a large sum of money, the church needs to motivate its members to raise 
funds during the meetings of Sunday worship, fellowship groups, small groups, and 
prayer. Such actions not only weaken the spiritual climate of the church’s meetings but 
also affect the molding of disciples’ spiritual life.  
                                                 
12 J. Oswald Sanders, Spiritual Leadership: Principles of Excellence for Every Believer (Chicago, 
IL: Moody Publishers, 2007), 153. 
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Nowadays, NYCBC owns especially abundant resources. The church is going to 
build another bigger building for providing advanced facilities to attract newcomers.  
Despite the church’s wealth, most of the believers are lost in their busy lives and lack 
passion to bring people to come to church or reach out to the community.13  The church is 
losing the dynamic she should have. Moreover, though the pastors always stress the 
importance of prayer, there have been fewer than 10 percent of the congregation regularly 
participating in church prayer meetings. These phenomena correspond rightly to the 
report of the 2006 NCD survey, which indicates that the “passionate spirituality”14
There is the same crisis among the church leaders. At present, NYCBC leaders 
need to spend a lot of time on administrative and managerial chores, which can lead them 
to lose spiritual power. Most leaders are extremely busy and lack an opportunity to 
communicate and pray with one another. Whenever they are together, most of their time 
and energy is spent on their work instead of on life building. Addressing the challenge of 
this busy world, Sanders reminds all church leaders that “one last thing must be said, a 
kind of warning. If those who hold influence over others fail to lead toward the spiritual 
uplands, then surely the path to the lowlands will be well worn. People travel together; no 
 of the 
congregation in general is at a low level currently.    
                                                 
13 The NYCBC’s gospel team was reformed at the end of 2008, but it becomes inactive recently. 
14 Schwarz, Natural Church Development, 26. Schwarz points out that one of the thirteen variables 
used in measuring the quality index for “passionate spirituality”: Enthusiasm for the faith measured in 
churches with a high quality index nearly always correlates with enthusiasm for one’s congregation…A 
church, regardless of how orthodox its dogma and view of scripture, can hardly expect to experience 
growth, as long as its members do not learn to live their faith with contagious enthusiasm and to share it 
with others. 
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one lives detached and alone. We dare not take lightly God’s call to leadership in our 
lives.”15
According to Acts, the early church was established and expanded widely just 
after Christ’s resurrection. In that short period of time, many people accepted Jesus Christ 
as their saviour. These new believers faced suppression of their message and many other 
difficulties, but they did not give up the chance to share the gospel because “they devoted 
themselves to the apostles’ teaching” (Acts 2:42). They practiced their belief in their 
daily lives: “Selling their possessions and goods, they gave to anyone as he had need. 
(Acts 2:45). Though these early churches did not have abundant resources and grand 
buildings, they were filled with the power of the Holy Spirit as they looked to God 
through prayer.  
 
Contrarily in Canada, the spiritual climate here is not strong as before. Some 
churches support homosexuality legitimization and do not follow God’s word.16
                                                 
15 Sanders, Spiritual Leadership, 20. 
 Twenty-
first-century believers find it difficult to resist wickedness alone. Therefore, churches 
need to stand firm and pull their congregations together through small groups to cultivate 
their spiritual lives so that they may be able to “spur one another on towards love and 
good deeds” (Heb. 10:24). If the church leaders continue to use secular means rather than 
God’s way, they will be unable to build up the believers into mature Christians. Even 
though they have high attendance rates and grand buildings, their outer appearance will 
be like hay or straw, which cannot endure the ordeal of environment and will be without 
16 Religious Tolerance.org, http://www.religioustolerance.org/hom_ucc.htm. United Church 
delegates lobbied for same-sex marriage in the House of Commons Justice Committee during its cross-
country hearings in 2003 and welcomed court decisions that legalized same-sex marriage in certain 
provinces. 
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real growth. Solely depending on the power of the Holy Spirit through prayer, NYCBC’s 
core leaders should lead the congregation to recommit their lives to the Lord and practice 
their faith in their daily livings. 
At present, the majority of the Christians have been seriously affected by the 
rapidly changing values of the world. Nevertheless, if their spiritual lives are strong and 
they have intimate relationships with God, they will not be attracted to follow the model 
of the world. Therefore, the church leaders must be alert to the fact that the crisis, which 
the church faces, is not from outside attack. Instead, secularism is the main cause of the 
church’s deterioration.  
 
Aging of the Congregation 
 The general population in NYCBC (the majority of whom are baby boomers) is 
aging at the same time as the numbers of young brothers and sisters is decreasing. 
According a survey on July 13, 2008, at the end of two worship services, the result 
indicates that the active participants are spread into five age groups: below twenty: 1.2%; 
twenty-one to thirty-five: 13.1%; thirty-six to fifty: 24.6%; fifty-one to sixty-five: 45.8%; 
and above sixty-five: 14.3%.  In light of this observation, the church leaders should be 
aware of the change in the church’s demographic trend and the needs of the aging 
congregation. It is time to evaluate and assess areas that need improvement. 
The baby boomers are originally the most dynamic group serving in the church 
since the great wave of immigration at the end of twentieth century.  However, since they 
still have dependent children and now have frail parents who need their attention and 
care, their responsibilities to their families and burdens continue to increase. Because 
they do not have enough time to rest, they often feel it is beyond their grasp to get things 
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done. While their physical and mental stamina decline and some even have fatigue and 
health problems, it is difficult to ask them to devote more time to participating in church 
ministry. In actuality, they are the ones who really need the church to provide support and 
encouragement for them. 
The second largest aging group is retired people aged around sixty to sixty-five.  
They were busy most of their lives earning money, but have yet some dreams to achieve. 
In particular, they feel there are many places all over the world that they have not had the 
chance to visit, so many of them are very busy traveling. Moreover, in order to maintain 
good health and strength, they exercise regularly and, therefore, need more rest daily.  
Because most of the retired people are busy with their vacations and 
entertainment, it is difficult to get them to serve in the church, especially in a long-term 
commitment of disciple-making. Their lack of motivation to serve is putting a huge 
burden on brothers and sisters who are actively serving at present. More importantly, this 
is causing a negative atmosphere of displeasure in the church. The urgent need is not only 
to break through this unhealthy situation, but also to create a positive climate that can 
generate momentum for life transformation. In his book Developing the Leaders around 
You, John Maxwell points out that “Momentum is the greatest of all change agents. Over 
90 percent of the successful changes we’ve instituted in our organization have been the 
result of creating momentum before asking people to change.”17
The phenomenon of losing the passion to serve in church ministry is a warning 
sign to the church about its decline. Looking ahead to the next decade, the baby boomers 
  
                                                 
17 John C. Maxwell, Developing the Leaders around You (Nashville, TN: Thomas Nelson, 1995), 
18. 
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will be reaching retirement age also. It will be a crisis if the church cannot get them to 
work together for the kingdom of God.  While the retired people still have energy during 
this stage of their lives, it will be an opportunity for the church to reenergize their 
commitment to serving the Lord. It is not too late for NYCBC to seize the chance to build 
them up, so that they can become a real force in accelerating the momentum of life-
change.  
The last aging group is the elderly aged above sixty-five. Many of them are single 
and do not know many people in Toronto. Life can be very boring for these aging people 
because most of them do not drive any more; thus, their scope of activities is limited. Due 
to their limitation in English and lack of knowledge regarding the local customs, it is very 
difficult for them to have a good social life. When they have problems, they need more 
personal care and support. So, in formulating a new strategy for church growth, NYCBC 
must deploy sufficient resources to them; otherwise, it will be hard to get them involved.  
The elderly members who live in a stable environment in Toronto are reluctant to 
change. Because of their rich life experiences, they have their own personal views on 
many topics and are not receptive to the views of others and to new things. In particular, 
some of the elderly leaders who have served in the church for a long time have strong 
traditional mindsets about running church ministry. They do not easily put aside either 
their own authority or leadership status. Fearing being replaced by others, they may use 
every possible means to secure their own power. This can lead to a conflict among the 
leaders and scare many people away from being involved in ministry. 
In his book Building Leaders, Jay Conger reminds leaders that, “before a program 
begins, there must be widespread agreement on objectives and outcomes. Otherwise, 
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participants will find themselves in conflict over what to produce.… Deliverables and 
objectives must be spelled out and consistently communicated by all program 
sponsors.”18
Since different age groups have different degrees of fondness or energy levels to 
join the church ministry, the church leaders should not force all age groups to accept the 
new model in the same period of time. Otherwise, they may encounter considerable 
resistance. Instead, the church should invest more resources and effort on those who will 
prefer the change. 
 Therefore, NYCBC really needs more time to communicate with the elderly 
congregation and get their consent before launching a new strategy among them.  
 
The Stagnancy of Small Group Ministry 
The functions of the small groups in NYCBC are quite different from those in 
most other western churches.  In most western small group churches, all of their 
ministries – teaching, caring, serving, evangelism, discipleship, and choir – are in a small 
group setting, and the basic units of their churches are small groups (church of small 
groups). Comparatively, NYCBC has separate ministry groups for church ministries, 
such as the worship ministry for worship and prayer meetings, the teaching ministry for 
teaching and discipleship, and the local outreach ministry for evangelism. The basic 
function of the church’s small groups is caring only, so NYCBC is considered a church 
with small groups. 
NYCBC always stresses that small group leaders are lay pastors. However, 
though most of the small group leaders are familiar with the way fellowship groups and 
                                                 
18 Jay A. Conger and Beth Benjamin, Building Leaders: How Successful Companies Develop the 
Next Generation (San Francisco, CA: Jossey-Bass, 1999), 221. 
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small groups operate and function, they do not want to commit too much to pastoring 
responsibilities. It is a pity that they do not want to make improvements or accept new 
challenges or changes.  
Presently, all small groups belong to fellowship groups, and all the small group 
leaders are supported and cared for by the fellowship committee. However, all the 
committee members also need to support and participate in most of the activities 
organized by the church. Because church activities happen frequently, most of the 
committee members feel very tired and do not have the energy to communicate and pray 
with the small group leaders regularly. This leads to a lack of sustained support and 
encouragement to the small group leaders. 
Despite NYCBC’s gaining new members every year who accept training and are 
enthusiastic about carrying out their roles as new small group leaders, there are also many 
experienced leaders resigning at the same time.  Therefore, the number of active small 
group leaders serving the church has not increased. This shows that small group ministry 
stops at the maintenance level, not having any actual breakthrough or increase. 
Nevertheless, there is no long-term strategy and plan to build up more leaders. 
Each of the church ministries, fellowship groups, or small groups needs to have 
leaders to lead them; otherwise, they exist in name only. Like a legion, though it have 
powerful weapons and numerous soldiers, if the soldiers do not have a commander, they 
will not know how to fight as a team or set in line for battle.  They will easily fail. If 
NYCBC continues to lack a long-term strategy to cultivate more leaders to serve 
together, the current leaders will finally burn out after a period of overload. Eventually, 
this will cause the congregation to become just spectators and unable to grow into mature 
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Christians. In particular, most of the new believers will not grow automatically. There 
must be mature disciples to nurture them continuously, so they can be built up as the 
future leaders of the church. In spite of the challenges ahead, there is no room for the 
church leaders to waste God’s given time on unnecessary programs and activities, which 
are not building up people’s lives.  
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CHAPTER 2 
 
CULTURAL CHALLENGE IN DISCIPLE-MAKING THROUGH COACHING 
 
 
To apply coaching as a means of disciple-making for life-change does not require 
NYCBC to increase the number of programs or the amount of work, but it calls her to 
continue doing what she should do. Coaching reminds the church not to ignore the most 
basic thing. Walking the path to heaven, believers need to walk with spiritual companions 
because they can help and support each other and pray together for God’s guidance so 
that they are more focused on their goals and directions. 
As Robert Logan and Sherilyn Carlton say, “The role of a leader is not to do all 
the work alone; it’s to prepare others for the work God has for them.”19 Christ brought 
people together in His church so that they can help and support one another during their 
life’s journey. In Coaching 101 Handbook, it is important to stress, “Coaching is the 
process of coming alongside a person or team to help them discover God’s agenda for 
their life and ministry, and then cooperating with the Holy Spirit to see that agenda 
become a reality.”20
                                                 
19 Robert E. Logan and Sherilyn Carlton, Coaching 101 (St. Charles, IL: ChurchSmart Resources, 
2003), 15. 
 A coach is someone who can accompany a person in his or her 
journey of life for a distance, supporting and encouraging the person to be more focused 
on God’s purpose for him or her.  
20 Robert E. Logan and Gary B. Reinecke, Coaching 101 Handbook (St. Charles, IL: ChurchSmart 
Resources, 2003), 3. 
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The goal of coaching is not to construct the perfect church, but to build up each 
person’s life.  If the believer’s life is not nurtured, then it is like that of an athlete who 
does not have a good coach to help in training, and who will not be able to grow into his 
or her full potential.  To develop coaching in small groups at NYCBC, there does not 
need to be a huge change in the church’s structure.  Instead, there just needs to be a 
change of the culture and model for disciple-making, which will not happen overnight but  
will take months and years. 
However, NYCBC is mostly composed of immigrant families from Hong 
Kong.  In recent years, immigrants from mainland China have been increasing 
gradually.  Due to the wide variation in the arrival times of these families, they often have 
large differences in cultural background and different perspectives on various kinds of 
matters, which lead to frequent misunderstandings and conflicts. In his book A Work of 
Heart, Reggie McNeal stresses that “we should realize the role of culture in the heart-
shaping process rather than treating the culture as something outside the leader to be 
accepted or rejected.”21
  
 Therefore, the church must try to understand her present situation 
and differences before promoting reform and the development of new strategy in the 
congregation. Furthermore, in order to more effectively pass on new ideas and concepts 
among the people in the church, the uniqueness of their traditional Chinese thought and 
culture must also be explored. 
                                                 
21 Reggie McNeal, A Work of Heart (San Francisco: Jossey-Bass, 2000), 75. 
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The Chinese Concept of Mentor-protegé Relationship 
Most of the church leaders are baby boomers or older. Generally they grew up 
with the teachings of traditional Chinese culture, and are deeply rooted in the traditional 
family concept. Under this concept, the relationship between teachers and students is like 
the one between parents and children.  It highly emphasizes the family norm of ethics 
with a focus on respecting the generation order. Besides teaching skills and knowledge, 
teachers act like parents towards their students and mold them in character and 
behavioural development, as well.  Throughout the learning process, students should treat 
their teachers with the same respect they give to their parents, while teachers naturally 
become role models for their students on a daily basis.  Since the church is the spiritual 
family for disciples, this fits well into the scheme of a traditional Chinese family 
structure.  Therefore, it is very difficult for the current church leaders to give up the 
parental guidance mode of teaching.  
However, in the post-modern age, the traditional family concept has been 
seriously challenged.  High divorce rates, broken families, and legalization of same-sex 
marriage have all gradually defeated the values of the past family-style teaching 
concept.  These traditional concepts are less treasured at present, especially in Western 
society where human rights and freedom are emphasized.  As our rights and freedom are 
well protected by laws, the teacher-student relationship has developed into one where 
mutual respect is more important.  The superiority of teachers and inferiority of students 
has gradually been eliminated.  Teachers cannot interfere with the ethics and values of 
the students, and their parent-like authority is not recognized anymore. 
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The post-modern society encourages pursuit of personal freedom and individual 
autonomy.  Newer generations do not like to be constrained and are not willing to submit 
to authority.  Many churches are under the influence of this new trend, especially 
churches with large numbers of young people. They have lost interest in traditional 
discipleship, which is stricter in style. As a result, no matter how much effort the church 
leaders spend in personal invitation for this type of training, they are still mostly waiting 
in vain and usually will not succeed. 
While witnessing dramatic changes in this generation and the status of the 
Church, most of the NYCBC’s leaders have a difficult time accepting this, since they 
were successful in the past and are still the leaders in the current society.  They would 
prefer to maintain the existing growth model training, and naturally be reluctant to accept 
the fact that the traditional parental style of teaching is being seriously challenged. 
Therefore, any ministry-level change in the long-standing paternalistic discipleship must 
first gain their understanding and acceptance. 
     
The Differences in Educational Backgrounds 
The congregation members who immigrated from Hong Kong, especially adults 
who are finished with their education, grew up with the Chinese “pyramid-style 
education.”  From kindergarten, each successive grade is based on their results from their 
final exams.  This means that final exams become a tough competition in which the ones 
who do not pass are not permitted to move on.  Thus, students work hard not only to 
learn, but to gain marks for this final exam in order to gain access to the top levels of 
Hong Kong’s tiered system of schools.  For this reason, each person’s education is filled 
with competition, especially among those who are of the same age and grade.  They 
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rarely sit down to work together, or share their ideas on schoolwork.  Many students 
focus on working alone, relying on themselves.  This habit promotes individualism and 
an introverted personality. 
 Some of the younger members of the congregation, especially those under thirty-
five years of age, have been exposed mostly to the Western style of education.  This style 
is very different from the Hong Kong style; from kindergarten to high school, there is no 
difference between the classes of each grade.  The system promotes an open style of 
education that encourages the students to think creatively, not simply memorize the facts.  
Teamwork is preferred over solitary working.  This is continued even in the university, 
where research and self-initiation is encouraged.  This encourages a style in which one 
expresses oneself, shares with others, and is open to communication.  The different 
thinking and communication styles between the younger and older congregation members 
thus result in incompatibility when making decisions in the church.   
 From the beginning of NYCBC up to the present, almost all the leaders of the 
church have been first-generation immigrants from Hong Kong.  They still subscribe to 
the Hong Kong church’s structure and model.  The church’s disciple-making method also 
has not changed greatly since the beginning.  They still use a formal classroom style, 
where there is a teacher who passes on knowledge to the students, who passively 
memorize.  Great importance is placed on memorizing and exploring the Bible; however, 
the students are not mentored to apply this knowledge in their life.   
 As Paul said in 1 Corinthians 8:1: “We know that we all possess knowledge. 
Knowledge puffs up, but love builds up.”  A Christian’s upbringing is a process of life-
changing.  This cannot rely all on skill or knowledge training, but must include mature 
  30 
 
  
Christians who are committed to walking alongside new Christians, and who can 
demonstrate their belief in their lives.   
 Today, disciple-making in the church follows the Saddleback Church’s Class 101 
- 401 format.  However, in reality, there has not been much advancement.  It still cannot 
leave behind the traditional Chinese style of education, which is comprised of rote 
learning and memorization. This form of education appears very effective because it only 
requires four intensive courses in order to teach the church member.  However, during 
their training, they do not have a chance to express themselves, because it is too fast.  
They merely listen and accept what the teacher is saying.  Thus, these disciples are not 
able to develop capacities to ask and further understand what they are taught.  This results 
in students who cannot digest all the information, and even more importantly, are unable 
to use this knowledge in their lives. 
 The older generation’s teaching method needs to be reformed.  It must be 
understood that speed does not mean results.  If Bible knowledge alone is taught, but 
without spiritual growth and follow-up, the result will be disciples who only know the 
word but do not live it.  They will not be able to use what they have learned in their lives.  
This is what Paul warns of in 2 Timothy 3:5: “having a form of godliness but denying its 
power. Have nothing to do with them.”  If the church wants to nurture disciples who live 
as Christians, there is no quick solution. 
Coaching is a method that is already being used in Western corporations for 
training employees, and even presidents.  For the congregation that has grown up with the 
Western style, it will be easier to understand and accept this open training method.  
However, it will be a challenge to adjust the thinking style of those who are used to the 
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traditional Chinese church format.  The church leaders who want to make new disciple-
making courses cannot make decisions too fast because it will be difficult to change the 
ingrained way of thinking of those who grew up with traditional Chinese ideas.  There is 
a need to build up an open communication with the congregation in order to hear their 
opinions.   
 
The Immigrants’ Different Original Denominations 
When Christian immigrants arrive in Canada, many of them settle down in areas 
without a church from their original denomination.  Therefore, they may choose to attend 
a nearby church of a different denomination. This phenomenon is very common among 
Chinese churches in Toronto city, and NYCBC is no exception.  
NYCBC`s congregation members come from various denominational 
backgrounds, and most of them are accustomed to the traditional concepts of each 
denomination.  Their perspectives on worship style, church governance, and doctrine are 
often different.  Due to a lack of understanding of each others` views, these differences 
often lead to disagreement and conflict on the concept of baptism and the concept of 
believers, which prevent some devoted church members of different denominations from 
committing themselves to the church. If these issues are handled without care and remain 
unresolved, it will endanger the unity of the church, thus hindering the church’s growth.  
Since Canada’s multicultural society is popular as an immigration destination, the 
local churches are usually quite open in accepting church membership transfers from 
different denominations, so that Christian immigrants can quickly adjust and settle down 
into church life and participate in ministry. However, NYCBC is a fairly conservative 
church and belongs to the Fellowship of Evangelical Baptist Churches in 
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Canada.  NYCBC is particularly strict on her traditional concept on baptism.  According 
to the church constitution, one of the requirements for becoming an official member is to 
receive a baptism with the whole body is fully immersed in water.  Otherwise, the 
member can only register as an associate member.  Furthermore, the associate member 
must give an affirmation not to oppose a baptism, which requires the whole body to be 
fully immersed in water. 
 Ironically, associate members seem to be well received on the surface.  However, 
they are actually isolated and become “second-class” citizens in the church.  They are 
limited in their participation in church ministry. Not only does this affect their sense of 
belonging to the church, but it also directly impedes their commitment to participation in 
the Great Commission.  
Since most of the ministry positions in NYCBC accept only official members, 
anyone unwilling to accept a baptism requiring the whole body to be immersed in water 
is treated like a guest.  Although these associate members may have great ministry 
experience from their former churches, they often fail to serve according to their spiritual 
gifts as long as they do not become official church members.  Needless to say, they are 
never considered to fill in the leadership positions in the church. This would make them 
often feel ignored and not recognized, and eventually their enthusiasm to serve God 
diminishes. If the church fails to properly handle and resolve these inner conflicts and 
contradictions, it becomes very difficult for the whole congregation to move forward in 
unity.  Due to these difficulties, it is impossible to work together to promote reform in the 
church. 
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Therefore, the church leaders must understand the church’s policies have been 
imperfect. NYCBC implements the membership system in the church congregation and 
emphasizes the concept of believers as priests and the church governance authority as 
belonging to all members. This system is very focused on the involvement of the whole 
membership. All important decisions have to be made in consultation with the church 
congregation.  A decision must get recognition and support of the majority in order to be 
implemented.  If the arguments for and against are almost even, the whole congregation 
will need to devote more time and energy to discuss and challenge the 
positions.  Especially when the congregation is in disagreement with the leaders` 
proposals, the church core leaders will have to give up or revise over and over again to 
prepare for a vote in the General Assembly.  
Therefore, NYCBC’s decision-making process is very slow compared to the 
Episcopal or Presbyterian system where strong governance is formed by the core of the 
church leaders.  Since the efficiency of the decision-making and implementation process 
is relatively much lower, it usually disappoints those who come from different 
denominational backgrounds.  These members may even become indifferent about 
church ministries. 
Different denominations have different ways of governance and church structure, 
and each of them has its own unique beliefs and teachings from various 
traditions.  Members from different backgrounds in NYCBC may not understand or agree 
with the church institutional foundation and governance. Therefore, in order for the 
whole congregation to work in unity and promote common goals together, the church 
must be sensitive to the characteristics and uniqueness of her immigrant-based 
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congregation. Not only does the congregation need to share the Church’s mission, 
ministry ideas, and core values with its members, it must continue to listen and 
understand their views and feedback.  It should avoid imposing specific denominational 
concepts and neglecting the feelings of others.  
NYCBC’s members should understand that every denominational tradition has its 
own drawbacks and controversial facts.  In the event of disagreement, the different 
groups should try to communicate, respect each other, and compromise to avoid 
unnecessary arguments as long as they do not contradict the basis of Bible teachings. 
 
The Immigrants’ Different Life Styles 
Greater Toronto Area (GTA) has the largest population of Chinese immigrants in 
the world. They number around 280,000,22
Many people who immigrate to Canada have their reasons and needs. Some of 
them may seek a better life, which includes a good living environment, medical care, and 
social welfare in the future. Some of them are looking for a good education for their 
children. Some of them hope to develop their businesses while many others have other 
 and most of them are clustered in the East and 
the North side of the city. NYCBC is located at the intersection of Bayview Avenue and 
Sheppard Avenue East of North York, which is easily accessible by subways or buses in 
the city of GTA. The people of the church usually come from the local area and 
Scarborough area, but recently some of our congregation also moved to the newly 
developed Richmond Hill area. Therefore, NYCBC leaders need to understand peoples’ 
background so that they can build up their spiritual lives through church cultivation. 
                                                 
22 “City of Toronto: Toronto Facts, Toronto’s Racial Diversity,” http://www.toronto.ca/toronto_ 
facts/diversity.htm. According the data provided by Statistics Canada,  Census 2006 under the table, 
“Population by Visible Minority Status.” 
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reasons.  In the end, each immigrant has his or her own hopes and dreams. Some 
assimilate very quickly to the pace of Canadian living, while some still cannot adapt.  
These include immigrants who travel frequently between their homeland and Canada, 
some even deciding to return to their home country. 
No matter what, most immigrants hope to move to a better home and environment.  
However, this varies according to each family’s lifestyle preferences; for example, some 
enjoy the busyness of urban living, while others prefer more quiet environments.  Some 
families also take into consideration their offspring’s future.  For example, in GTA, 
students are restricted to attending the public schools in their area.  Thus, school selection 
can determine which neighbourhood the family will move into.  In addition, the rule 
stating that a student must live in that area at least one year before graduation will 
directly affect the immigrant family’s stability. 
Most of NYCBC’s congregation lives in the area surrounding the church.  This 
community is a bit wealthier and safer than other regions.  The schools in this area are 
also of comparatively better quality than those in other areas.  Many Chinese parents 
have moved to this area so that their children may attend these schools.  Naturally, these 
families also end up attending NYCBC because of the proximity.  Because these 
families’ financial situation is better than most, the mothers are able to stay home to take 
care of their children and have more free time.  Thus, it is a good opportunity for the 
church to use this free time to nurture them and to arrange activities to suit their schedule.  
Because the responsibility of teaching children rests with the mother in this kind of 
family, if the mothers’ lives can be changed, then this will directly affect their children’s 
lives too. 
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Even though Scarborough is quite far from NYCBC, many of the congregation 
still live there.  Other than downtown’s Chinatown, this area has the largest Chinese 
population.23
In the past year, housing prices in the Greater Toronto Area have increased.  In 
the north, the housing prices and land taxes are comparatively cheaper.  Thus, many have 
moved to the town of Richmond Hill, where most of the neighbourhoods have been built 
in the past ten years.  However, the public transit is still not well-developed.  Therefore, 
people need to drive when attending classes, when children need to go to school, or when 
buying groceries.  They must spend a lot of time on the road.  This adds frustration to 
  Today, most elderly Chinese people move into the senior homes and 
nursing homes in Scarborough and name it as their first choice when retiring.  It is closer 
to the Hong Kong style of restaurants and shopping, which makes it one of the more 
stable and bustling Chinese communities.  Those who live there can survive without 
speaking English.  Many of the people who attend NYCBC and live in that area preserve 
the Chinese style of living.  They are accustomed to the small circle mentality and way of 
doing things.  Especially those who cannot speak English well end up staying in that area 
for a long time, and thus cannot assimilate into the rest of Canadian society.  They also 
end up not being able to accept new challenges or change.  Thus, when the church 
recommends structural changes, it needs to take into consideration these peoples’ lifestyle 
habits, and it needs to find a leader within their group to lead them.  This will make it 
easier to communicate with them on a deeper level and shepherd them according to their 
situation. 
                                                 
23 “2006 City of Toronto Community Council Profiles Scarborough,” http://www.toronto.ca/ 
committees/ council_profiles/pdf/scarb_ ethnocultural_page.pdf. According to Statistics Canada, Census 
2006, the total visible minority population of Chinese in Scarborough area was 117,405 (19.5%). 
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their lives.  Therefore, it is hard for them to attend church activities outside of Sunday.  
This affects their participation in service at church.  If the church wants to continue 
building these people as disciples, there need to be activities held by families in each 
region, and not only activities before and after Sunday service. 
Because Canada is a big country, immigrants have many choices of where to 
settle.  Different choices will lead to different adaptation, whether it is in lifestyle or 
environment.  Every person needs to learn how to live in his or her new environment.  
However, immigrants’ location choice would depend on the environment itself, in 
combination with their family background.  Every person also has his or her own needs 
and challenges, and if the church is to effectively nurture these disciples’ growth, it must 
be flexible in accommodating their different needs.  The rigid classroom style of disciple-
training is already having difficulty in changing people’s lives, because it does not work.  
Therefore, the church’s leaders need to re-examine and edit the traditional teaching style 
that the older congregation is used to.  
In conclusion, church members have different needs and challenges due to their 
different cultures and backgrounds. If the church leaders want to lead their congregation 
to achieve NYCBC’s mission “Empowering God’s people, blessing our world,” they 
need to change the old pattern of governance and become flexible and open in nurturing 
the congregation in a different model for life transformation. It is believed that refocusing 
on the foundation and direction of God’s word is a good start for pursuing change. 
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FOUNDATIONS FOR DISCIPLE-MAKING THROUGH COACHING  
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CHAPTER 3 
 
THEOLOGICAL FOUNDATIONS FOR DISCIPLE-MAKING 
 
 
Disciple-Making: Christ’s Command in the Great Commission  
When the eleven disciples met with Jesus at a mountain of Galilee, He gave them 
the Great Commission as stated in Matthew 28:19-20: “Therefore go and make disciples 
of all nations, baptizing them in the name of the Father and of the Son and of the Holy 
Spirit, and teaching them to obey everything I have commanded you. And surely I am 
with you always, to the very end of the age.” Disciple-making is Christ’s command for 
multiplication of disciples by bringing people to maturity in Him so that they can know 
the truth and continue to witness God.  
According the original Greek text of this verse, the aorist imperative 
“μαθητεύσατε” is the main verb “make disciples,” which is connected with the attendant 
circumstance participle “go” by the conjunction “oun.”24
“Go” means to follow God’s commands. Especially before Jesus rose to heaven, 
He commanded the disciples to witness in Jerusalem, and in all Judea and Samaria, and 
  To be Jesus’ followers, all the 
believers are called to go and make disciples of all nations. However, baptizing and 
teaching are two participles that both used for supporting the main verb “make disciples.” 
They explain how to make disciples of all nations.  
                                                 
24 Net Bible, s.v. “oun,” http://net.bible.org/strong.php?id=3767.  Apparently a primary word; 
(adverbially) certainly, or (conjunctionally) accordingly:-and (so, truly), but, now (then), so (likewise then), 
then, therefore, verily, wherefore. 
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to the ends of the earth (Acts 1:8).  This command clearly means not just to stay in their 
own area to spread the gospel, but for the disciples to know that they must first witness in 
familiar places, and then to go out into foreign places that are dissimilar to their own 
culture, as represented by Samaria.  Finally, they must go to places they have never even 
heard of, where they will undoubtedly face challenges, where they cannot rely on 
themselves, but must rely on God.  For example, Paul did not stop in familiar and secure 
areas during his lifetime of evangelism.  Especially when he saw the vision of the Man of 
Macedonia (Acts 16: 9-10), he went on a journey filled with difficulties, even prison, 
until he successfully spread the gospel to Eastern Europe.  
Baptism should be part of the disciple-making process. Jesus clearly states 
“baptizing them” ahead of “teaching them to obey everything I have commanded you” 
(Matthew 28:19-20). It is the first step of disciple-making for identifying the converted as 
a disciple of Christ. Jesus once told His disciples that the relationship between them was 
not only one of student and teacher, but a relationship of friends (John 15:14-15).  They 
could share their deepest thoughts and feelings, and their lives were connected to each 
other’s.  This relates to the Great Commission’s emphasis on baptizing.  Baptizing means 
that when people believe in God, their lives are not only united with Christ’s life, but they 
also become the body of Christ.  They can demonstrate their belief practically in their 
daily life.  Being one with Christ is not a hollow belief, but requires that everyone truly 
care for one another, witness God’s love, and be unified in Christ. 
On the topic of unity, Paul says, “The body is a unit, though it is made up of many 
parts; and though all its parts are many, they form one body. So it is with Christ.  For we 
were all baptized by one Spirit into one body - whether Jews or Greeks, slave or free - 
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and we were all given the one Spirit to drink” (1 Cor. 12:12-13).  He also encourages 
believers in cooperation and helping each other, “so that the body of Christ may be built 
up until we all reach unity in the faith and in the knowledge of the Son of God and 
become mature, attaining to the whole measure of the fullness of Christ” (Eph. 4:12-13).  
Through baptism, each member’s commitment to serve one another will directly affect 
the body’s revival or decline. 
When coming together with His disciples, Jesus taught them the truth.  This also 
reflected an important part of the great commission, which is teaching.  For example, in 
the Sermon on the Mount from Matthew 5-7, Jesus taught the disciples how to live a life 
that pleases God.  He also taught his disciples to differentiate what people say, especially 
the teachings of the Pharisees and teachers of the law (Matt. 23:2-3).   
David Watson says, “Remember that winning the person for Christ is only the 
beginning. With the love of God and the sensitivity of his Spirit, we are to serve that 
person until he or she becomes a true disciple of Christ.”25
The disciples have the same mission and command, which were commissioned by 
their Lord at the time of His ascension. David Watson points out that  “the verb to 
disciple describes the process by which we encourage another person to be such a 
follower of Jesus; it means the methods we use to help that person to become mature in 
 Therefore, the followers of 
Christ should know that the aim of discipleship is not merely to build the church in 
quantity, but also focus on quality. Discipleship should include evangelism as well as the 
upbuilding of existing converts and the discipling of new believers.  
                                                 
25 David Watson, Disciple (London, UK: Hodder and Stoughton, 1981), 208. 
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Christ and so be in a position where he or she can now disciple someone else.”26 
Furthermore, he emphasizes that “this was His one master plan for the salvation of the 
world, brilliant in its simplicity but strangely ignored by much of the church in most 
generations. His disciples were to make disciples who would make disciples.”27
 
 Every 
Christian should know that the purpose of discipleship is going to fulfill Jesus’ 
commission, which is not only to evangelize but also to build up the believers’ lives 
becoming more and more Christlike. It is an ongoing multiplication process, not only to 
find and make disciples, but to train and produce the disciplemakers.  
Following Jesus’ Example of Making Disciples 
Not only did Jesus need to fulfill his duty as a sacrifice, but the most important 
part of His three-and-a-half-year-long ministry on Earth was making disciples.  As Jesus 
said, “I have come that they may have life, and have it to the full” (John 10:10).  Jesus’ 
goal by coming to earth was not only to call people to accept God’s grace, but to promise 
the people that they could grow in Him more abundantly. 
In this world, Jesus did not build a single army for the kingdom of God, or a 
political organization, but He did work hard to build a small group of disciples who were 
faithful in continuing His work.  Therefore, before Jesus ascended to heaven, He was able 
to pass on the great commission to His disciples.  This command reflects what Jesus had 
done for them in their lives. 
In the Great Commission to make disciples, Jesus emphasized the importance of 
going; that is, He urged his disciples to take the initiative to reach out to people in the 
                                                 
26 Watson, Disciple, 66. 
27 Ibid. 
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world. When Jesus first started doing His ministry, He did not open classes and train 
people to become mass-produced disciples.  Instead, He went among the people and their 
lives, to better know them and their needs.  Before choosing His twelve disciples, Jesus 
first went to pray, to ask for God’s guidance.  In this, Jesus demonstrated the great 
commission’s command of “going”: He took the initiative to ask God’s will, and took 
initiative to call and select disciples.  
When Jesus was selecting disciples, He did not go to Jerusalem to choose teachers 
of the law, or people in high status or power.  All of the people that Jesus selected were 
ordinary people.  They included fishermen, tax collectors, a political leader, even a thief.  
These were people that Jesus met with during his daily life. Though most of the disciples 
did not receive impressive educations, Jesus did not discriminate against them because of 
their status when he was using them.  The deciding factor was not their qualifications, but 
the divine sovereignty of Jesus. 
“Come, follow me,” Jesus said, “and I will make you fishers of men” (Matt. 
4:19). In this quotation, “He appointed twelve—designating them apostles that they might 
be with him and that he might send them out to preach” (Mark 3:14), it was more 
important to Jesus that his disciples not only followed him, but lived together with him.  
In making disciples, Jesus focused on small groups of people.  This is how He came to 
know them and to establish a more trusting and closer relationship.   
In the four gospels, Jesus’ life with His disciples is a good example for our lives.  
The disciples were not particularly quick learners, but, through fellowship, constant 
training, and a focus on servicing others, the disciples were able to grow.  In this example 
of Jesus leading His twelve disciples, one can see that success is not based on how many 
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people there are in the group, but on their training and brotherhood, where their growing 
faith, caring, and wisdom can achieve change and an even greater group power to fulfill 
the great commission.  
Jesus did not force His disciples to follow His instruction, but, most of the time, 
He used his own life as an example for the disciples to follow.  Even though He was their 
teacher, Jesus willingly washed their feet: “Now that I, your Lord and Teacher, have 
washed your feet, you also should wash one another’s feet. I have set you an example that 
you should do as I have done for you” (John 13: 14-15).  Jesus’ strategy of teaching 
disciples was not only verbal, but most importantly, He demonstrated first, then He did it 
with his disciples, then He asked his disciples to do it while He observed.  At the end, He 
asked the disciples to follow His teaching strategy with new believers.28
When Jesus sent out his disciples, He empowered them with the Holy Spirit 
before sending them out to the world.  He gave them a clear command: “But you will 
receive power when the Holy Spirit comes on you; and you will be my witnesses in 
Jerusalem, and in all Judea and Samaria, and to the ends of the earth” (Acts 1:8).  When 
Jesus returned to heaven, He asked His disciples to wait upon God’s schedule, and to go 
out and spread the gospel.  He asked that the disciples not rely on their own power, but 
rely on God’s power. 
  
 
Reviewing the Disciple-Making Approach in the Early Church 
Despite the disciples having new lives from Christ, they were not perfect; they 
still had human weakness (Acts 6:1). Therefore, a real-life demonstration and the 
                                                 
28 Jesus had demonstrated an effective disciple-making model: I do, you watch; I do, you help; you 
do, I help; you do, I watch; you do, someone else watches. 
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teaching of God’s word are very important in building believers’ faith on a firm 
foundation of discipleship. However, such a method needs enough leaders to care for the 
disciples in growing churches. 
The Apostles stressed that the ministers who were chosen from the disciples must 
be of honest repute and be filled with the Holy Spirit and with wisdom (Acts 6:3). It was 
important to seek spiritual qualifications in disciples who were appointed to such tasks 
within the church. Even though ministers can pass out food without these qualifications 
and meet the physical needs of people, bread alone cannot give one satisfaction in life. 
Therefore, discipleship must focus on the inside of the disciples’ spiritual lives as well as 
their outside behaviour. 
However, all the disciples whom God called to the ministry were not chosen in 
accordance with their knowledge but by His will. Acts 9:10-19 states that God chose 
Ananias and send him to help Saul. God is willing to use every disciple as He used 
Ananias. Our Lord Jesus chose Saul and Ananias because they were willing to submit to 
His guidance. God is the true disciple-maker that believers must obey and listen to in the 
process of discipleship. In Acts 9:31, it stresses that “the church was strengthened and 
encouraged by the Holy Spirit, it grew in numbers, living in the fear of the Lord.” The 
Holy Spirit also participates in discipleship, acting as a comforter to strengthen and 
encourage believers. 
 The aim of discipleship is not merely to build the church in quantity, but also to 
focus on quality. Barnabas, a disciple and disciple-maker sent by the church of Jerusalem, 
provides a good example for discipleship. In Acts 11:25-26, it is mentioned that 
“Barnabas went to Tarsus to look for Saul, and when he found him, he brought him to 
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Antioch. So for a whole year Barnabas and Saul met with the church and taught great 
numbers of people.” Even though the disciple-maker is full of the Holy Spirit and faith, 
he or she needs the support of the church as well as of faithful co-workers. Moreover, the 
leading of Saul by Barnabas reveals that the higher level of discipleship is to find, to 
make, and to train another disciple-maker. Discipleship is an ongoing multiplication 
process, not only to find and make disciples, but to train and produce the next generation 
of disciple-making leaders. 
As Jesus’ representatives on earth, the disciples should commit to love and serve 
one another. They need to “spur one another on toward love and good deeds”(Heb. 
10:24). In Acts 11:27-29, sending a collection of money to help the other disciples in 
Judea is an act of Christian fellowship. To practise the teaching of the Lord is one of the 
necessary and important lessons in discipleship. Moreover, this action was revealed by 
the Holy Spirit through the prophet, indicating that discipleship also needs the leading 
task of the Holy Spirit.  
In spite of the fact that the disciples were facing persecution, they were filled with 
joy and with Holy Spirit (Acts 13:52). The Holy Spirit is at work during the process of 
discipleship. It is by the Holy Spirit’s power that disciples can witness for Christ with 
joy. Successful discipleship can help disciples build a strong spiritual life in the Holy 
Spirit.  
Even though Paul was stoned nearly to death, he still went back into the city in 
which was he persecuted (Acts 14:19-28). He did not merely preach but showed his 
belief in front of the disciples. Real-life demonstration is very important in discipleship. 
In Acts 14:21-22, it states that “Paul and Barnabas returned to Lystra, Iconium and 
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Antioch, strengthening the disciples and encouraging them to remain true to the faith.” 
Their intention was to return to the prior missionary areas to follow up with the believers. 
Further, Acts 14:28 states, “They stayed there a long time with the disciples.” Therefore, 
discipleship is not a static event, but it is a process to transfer one’s life to other lives over 
a period of days, months, and years through teaching and training. 
Acts 14:23 tells that Paul and Barnabas appointed the leaders in each church, here 
described as elders. Leadership must be established in order to consolidate the young 
disciples for the future. The church leaders must realize that discipleship needs enough 
leaders to care for the disciples in the growing church.  
When Timothy followed Paul, he submitted to receiving circumcision, probably 
to prevent needless friction with Jewish communities in his travels (Acts 16:1-5). Paul’s 
concern was for the most effective communication of the gospel possible to both Jew and 
Greek. Therefore, discipleship needs to break down the cultural and religious barriers 
anywhere.  
Acts 16:2 mentions that “the brothers at Lystra and Iconium spoke well of 
[Timothy].” Paul’s choosing Timothy reminded the church leaders that discipling needs 
to seek the right person. More important, yet, the chosen person must be willing to 
follow. 
Reviewing Acts 15:1-29, one sees the decisions of the council fully confirmed 
that salvation depended on the grace of God and not on circumcision. The disciple-
makers had to teach the disciples to know what the gospel was, and what basic doctrines 
of Christianity were. Discipleship needs to provide clear and true instruction for them to 
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learn and practice. This is one of the important procedures to set the new Christians’ faith 
on a firm foundation. 
Paul always travelled from place to place to visit and to strengthen the disciples in 
different churches (Acts 18:22-28). The spiritual life of the Christian community clearly 
grows with the increasing of her members’ in interpersonal associations. The believers’ 
relationships are developed during their time together. Therefore, it is important in 
discipleship to have continual fellowship with others in the church.  
Apollos was another good example of a disciple. He had received Christian 
instruction in the way of the Lord, and he was able to teach accurately about Jesus (Acts 
18:24-25). Apollos was very humble and learned the truth from Priscilla and Aquila. Acts 
18:27-28 describes that he was a great helper for the believers, and he could refute the 
Jews, proving from the Scriptures that Jesus was the Christ. Discipleship can make a 
godly disciple become a skilful and vigorous minister to preach the gospel. 
Disciples need to keep watch over each other and to face difficulties together. 
According to Acts 20:1-12 and 17-30, Paul left Ephesus after the uproar had ceased.  
Before departing, he called together the members of the church and gave them a farewell 
message.  Paul continually taught and encouraged the disciples in the different churches 
he visited. In this journey, it is significant to mention that the disciples in Troas gathered 
together on the first day of the week to break bread. The disciples must come together, 
not because they have common interests or doctrines, but because they share the same 
life. Here discipleship is calling the disciples to have fellowship through sharing, 
worshipping, praying, and breaking bread. 
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Discipleship is a life-long commitment with the Lord and the other disciples. On 
one hand, the disciples need to continually trust God’s guidance and patiently work with 
Him. Willingness to participate in the suffering of Christ can lead the disciples to fulfill 
God’s will in discipleship. On the other hand, they need to communicate and serve with 
each other, practising the Lord’s command of love. Discipleship is calling the disciples to 
have fellowship, uniting together to witness God through their love and faith. 
 
Biblical Principles of the Disciple-Making Process 
When Jesus finished his duty on earth, and ascended into heaven, He did not leave 
behind a disciple-making formula.  From Acts, one sees that the early churches also had 
no formal, disciple-making format.  Obviously, the early disciples followed what Jesus 
had done for them in their lives, and used that as an example to train other disciples. 
While Jesus was on the earth for three and a half years, He cared for many but 
focused most of His care on His twelve disciples.  He gave most of his time and energy to 
this small group of disciples.  As seen from above, this method was not used for the 
mass-production of disciples, but required time to nurture according to each person’s 
needs.  This was a life-changing process.  It was not about knowledge or skills but about 
relationships.   
 
Leading People into God’s Family 
The first step to making disciples is bringing people to church.  However, this is 
not a simple matter.  Not only must the potential disciples be willing to step into the 
building, but they must also be interested and open to learning.  It is this last point that 
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requires further refinement.  There are two ways to lead people to church: first, through 
personal evangelism, and second, through group evangelism. 
Personal evangelism is much like fishing, but instead of catching fish, it focuses 
on bringing people to Christ, one-by-one.  Through the example of each Christian’s daily 
life witnessing and personal sharing about the gospel, he or she can lead people to repent 
and accept Jesus as their saviour.  Each Christian’s evangelistic training is important, but 
it is more important that the Christian live a life that reflects Christ’s characteristics. 
Richard Peace states,  
If outreach is to succeed, all the rather mechanical tasks must be performed. 
But these activities ought to be only the first level of involvement in the whole 
work of witness. We must strive to link these activities with our witness through 
life and words. Witness through how we live. We also witness through the sort of 
life we live. In this sense every one of us is a witness for Christ – either good or 
bad – because through our actions and attitudes we say a lot about Christianity to 
those around us.29
   
 
Evangelism does not rely only on verbal skills, but needs each Christian’s life to affect 
other people’s lives.   
Each Christian also has a different personality; some are more introverted than 
others and thus may not easily socialize and spread the gospel.  This is where group 
evangelism is useful. In group evangelism, those Christians who are more introverted can 
still lead people to church activities, such as fellowships, small groups, Bible studies, and 
social activities organized by the church. 
                                                 
29 Richard Peace, Small Group Evangelism: A Training Program for Reaching Out with the 
Gospel (Downers Grove, IL: InterVarsity Press, 1985), 29. 
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However, today many churches find that small group evangelism is the best way 
to lead people to Christ.  Analyzing Robert Wuthnow and George Gallup’s statistics30 
regarding small groups in America, Richard Peace concludes that “small groups are an 
ideal vehicle for outreach. They have great appeal to people; they are seen as valid ways 
to explore spiritual issues; and they are a comfortable habitat for people (as opposed to a 
worship service, for example, which feels alien to many newcomers).”31
Nowadays, evangelism relies on evangelistic meetings that are ineffective.  
People these days do not come to church of their own volition; it is up to the church 
members to build a bridge to reach these people.  Through understanding modern 
people’s needs, the church can provide services that cater to people who need them.  The 
most important thing, though, is to establish trust with people so that they will be open to 
what the church has to say.  This is like Jesus’ way: He went out among the people and 
saw their needs.  Through caring for them, He showed them God’s love, and led them to 
accept God’s grace. 
 Through sharing 
with one another, the small group members can work together to witness their belief, to 
build a fertile environment for evangelism where people can come to know and grow in 
Christ. This is also like fishing, but now with a net. 
                                                 
30 Richard Peace, Conversion in the New Testament: Paul and the Twelve (Grand Rapids, MI: 
Eerdmans Publishing Co., 1999), 335. Peace cited and analyzed the statistics from Robert Wuthnow and 
George Gallup: 40 percent of the adult American population are in “a small group that meets regularly and 
provides caring and support for those who participate in it.” This means that some 75 million adult 
Americans are involved in a small group. (In comparison, each week some 80 million adults attend church.) 
This figure does not take into account all the children and teenagers in small groups. Furthermore, these 
small groups are highly valued. Nearly three-quarters say their group is very important to them, with 30 
percent saying it is extremely important. Sixty-three percent of these small groups focus on religious or 
spiritual matters. 
31 Ibid. 
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By themselves, people are not able to find God, and they cannot be born again as 
Christians.  As Paul said in Romans 10:14: “And how can they believe in the one of 
whom they have not heard? And how can they hear without someone preaching to 
them?”  For a person to become Christ’s disciple, the person first needs a Christian to 
introduce the gospel, and to bring him or her to accept Jesus as saviour.  Then, the person 
can become one who has Christ in his or her life.  
Jesus did not give the command to evangelize to the angels.  When He ascended 
to heaven, He gave his disciples the command to spread the gospel from Jerusalem to the 
ends of the earth (Acts 1:8).  In 1 Peter 2:9, the author reminds each believer:  “But you 
are a chosen people, a royal priesthood, a holy nation, a people belonging to God, that 
you may declare the praises of him who called you out of darkness into his wonderful 
light.”  A priest’s main work is to create a harmonious relationship between people and 
God.  No matter where disciples go, they have to spread the gospel, and bring people into 
God’s kingdom.  
“Yet when I preach the gospel, I cannot boast, for I am compelled to preach. Woe 
to me if I do not preach the gospel! If I preach voluntarily, I have a reward; if not 
voluntarily, I am simply discharging the trust committed to me” (1 Cor. 9:16-17). In this 
quotation, Paul also clearly states that evangelization is each disciple’s duty.  
Building disciples not only needs to follow Jesus’ example of going among the 
people, interacting with them, caring for them, and developing relationships.  In addition, 
we must never stop praying for people, and depend on the Holy Spirit’s power to inspire 
them to follow Jesus.   
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Building up People’s Spiritual Life 
In large evangelistic meetings, such as Billy Graham’s, many people make the 
decision to accept Christ.  However, without follow-up, many of them do not stay with 
the church and grow.  If someone decides to follow Christ, but no one cares for that 
person, it is difficult for him or her to grow in Christ.  They are similar to newborn 
babies; if no one feeds them, it will not be possible for them to survive.  So the church 
has a responsibility to nurture these new Christians.  Not only do they need to be taught, 
but they also need to be cared for, and supported by the people around them. 
This is because new Christians cannot automatically grow; they are like infants 
who need milk and need to be nurtured to eat solid foods.  New Christians are also like 
newborns in that they do not start off knowing how to run.  First they must learn to crawl, 
then to stand up, then to walk.  To be a mature Christian, one must be taught to pray, to 
read the Bible, to understand God’s word; these must be taught step-by-step.  Every 
Christian will also experience difficulties and temptations in his or her life, and thus fall.  
They will need people around them to teach them to face their problems and help them 
stand back up.  This is the responsibility of the church. 
Some Christians think that the great commission is only about evangelization.  
Actually, we need to realize that most new believers cannot grow by themselves as their 
spiritual life is newly starting.  They need people to nurture them, in order to “become 
mature, attaining to the whole measure of the fullness of Christ” (Eph. 4:13), until they 
are able to bear the fruits of the Spirit: “love, joy, peace, patience, kindness, goodness, 
faithfulness, gentleness and self-control. Against such things there is no law” (Gal. 5:22). 
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Paul reminds the church leaders: “We proclaim him, admonishing and teaching 
everyone with all wisdom, so that we may present everyone perfect in Christ (Col. 
1:28).”  New believers have many human weaknesses, and sometimes they may fall.  
Therefore, they constantly need people to support them, in addition to helping them grow 
spiritually.  The most effective way to do this is to have people by their side who can 
demonstrate the Christian life, to show them how to put God’s word into action in their 
lives.  It is the responsibility of mature Christians to nurture new believers, to help them 
grow spiritually.  Through daily practical life, they can “spur one another on toward love 
and good deeds” (Heb. 10:24).   
 
Equipping People to Serve for the Kingdom of God 
In order to know how to follow Jesus’ command to fulfill God’s given mission, 
Paul emphasizes that “the things you have heard me say in the presence of many 
witnesses entrust to reliable men who will also be qualified to teach others (2 Tim. 2:2). “ 
He not only trained Timothy as a disciple, but Paul also commanded Timothy to be like 
him, making more new disciples to serve together for the Kingdom of God.   
However, in many churches, there is a very tragic phenomenon: very few 
believers work constantly, while most of the rest just stand by on the sidelines.  Even 
though most of the believers still participate enthusiastically in Bible study and learning 
in Sunday school, they enjoy this only as spiritual nourishment.  Thus, many of them 
have become like babies with large heads and small bodies: though their heads are filled 
with knowledge, their bodies have not been trained to carry it out.  
 “Follow my example, as I follow the example of Christ” (1 Cor. 11:3). Paul told 
the believers that disciple-making is not only about nurturing their spiritual life, it is also 
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about making them to walk in Jesus’ steps.  When Jesus washed the feet of His disciples, 
He not only demonstrated His unconditional love to His disciples, but He also gave them 
an example of humility: serving God by serving others (John 13:14-15). Knowing of the 
argument among the disciples about who was regarded as greatest, Jesus purposefully 
trained His disciples to serve people in their own communities.  Through serving, the 
disciples could live out His teachings until their lives became like His.   
Therefore, when developing disciples, one cannot only pass on knowledge; the 
disciples must also be instilled with a drive to live out their teachings as well.  From this 
point of view, equipping disciples cannot be purely knowledge-based, but the disciples 
must be taught to apply the lessons they have learned to their lives.  They cannot only 
practice in the classroom, but they need someone in their lives to walk alongside them, 
support them, and encourage them in participating in the church and community service. 
Through serving people, not only will disciples pass on the gospel’s goodness, but their 
lives will be improved as well. 
 
Empowering People to Become Disciple-Makers 
Jesus not only developed disciples, but He empowered them to continue His 
work. When Jesus sent out His disciples to preach the good news of God’s kingdom, He 
did not give them any money or material resources.  What He gave them was heavenly 
power and authority in order to drive out all demons and to cure diseases (Luke 9:1-2).  
The disciples were ordinary people who could do extraordinary things for God. While 
on earth, Jesus did not create a plan for how churches should be organized.  Instead, He 
showed himself as an example of how discipleship works.  His most important goal in 
life, other than being the atoning sacrifice, was to nurture and empower his followers, 
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especially his twelve disciples. They were able to do all these feats, not by their own 
talent nor by their own power, but by Jesus’ authority only.  
After Jesus ascended to heaven, the disciples did not immediately go out to 
evangelize.  Instead, they listened to Jesus’ command to pray and wait to receive the 
Holy Spirit before spreading the gospel (Acts 1:8).  In Acts 2, after waiting for the Holy 
Spirit to come at Pentecost, Peter and the other disciples were able to use different 
languages to witness to the crowd (Acts 2:1-4).  Peter proclaimed that he and the 
disciples did not rely on their own abilities, but were empowered because God had 
“poured out [His] spirit” on all of them (Acts 2:17-18).  Depending on the power and 
authority of the Holy Spirit, they were able to witness God and bring three thousand 
people to believe.   
Sending the Holy Spirit to come, Jesus empowered the disciples to be His 
successors, who would follow through the mission of the Kingdom of God. This also 
shows the promise that Jesus gave to His disciples, in saying, “I tell you the truth, anyone 
who has faith in me will do what I have been doing. He will do even greater things than 
these” (John 14:12). In Maxwell’s book, Becoming a Person of Influence, the author 
insightfully defines that “empowering is giving your influence to others for the purpose 
of personal and organizational growth. It’s sharing yourself – your influence, position, 
power, and opportunities – with others with the purpose of investing in their lives so that 
they can function at their best.” 32
                                                 
32  John C.  Maxwell, Becoming a Person of Influence: How to Positively Impact the Lives of 
Others (Nashville, TN: Thomas Nelson, 2003), 184. 
 When the leader empowers people, he or she not only 
shares power and authority, but also shares his or her life that is influencing other. 
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Even an inspiring disciple like Paul still needed a Barnabas to empower him to be 
a church leader.  When Paul first believed in God and tried to join the disciples in 
Jerusalem, they were afraid to work together with him, “but Barnabas took him and 
brought him to the apostles” (Acts 9:26-27).  Because of Barnabas’ encouragement and 
confirmation, Paul was able to participate in the church’s ministry at Antioch.  
Afterwards, Paul was able to become a great evangelist and gained the church’s support 
and empowerment.  This would be a great influence on Paul’s church planting strategy 
during his missionary trips.  Each time Paul went to a different place, he not only created 
new disciples, but he appointed elders from each church to become disciple-makers.  For 
example, he trained and empowered Timothy to be a church leader, but he also 
commanded Timothy to follow his example and raise up other disciples to be disciple-
makers.  No one can become a church leader over night.  Everyone still needs someone to 
guide, nurture, and empower him or her. Nevertheless, there must be a balance between 
authority and responsibility that the church leaders need to delegate to others. Gene 
Wilkes points out, “Responsibility without authority disables rather than empowers 
followers.”33
                                                 
33 Gene Wilkes, Jesus on Leadership (Wheaton, IL: Tyndale, 1999), 181. 
 The church core leaders must wisely share authority and responsibility with 
the qualified leaders in order to meet the needs of the church.  
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CHAPTER 4 
 
THEOLOGY OF COACHING IN DEVELOPING A DISCIPLE-MAKER 
 
 
The Characteristics of Coaching with Regard to Disciple-Making 
Relationship First 
The first step for establishing a coaching system is to build up an excellent 
relationship with others.  People only share feelings from deep in their heart and listen to 
advice when they have good relationships with each other.  The strong relationship of 
Jesus with the Twelve would be a good example for coaching. In order to build up their 
lives, Jesus called them to live and serve together as Mark 3:14 describes: “ He appointed 
twelve—designating them apostles—that they might be with him and that he might send 
them out to preach.” 
John 15:15 notes that, when Jesus shared the last supper, he emphasized that “I no 
longer call you servants, because a servant does not know his master’s business. Instead, 
I have called you friends, for everything that I learned from my Father I have made 
known to you.” Jesus really valued the three and a half years that he spent with his 
disciples.  He developed a deep relationship with them so that they understood the 
teaching and the mission handed over to them. 
A relationship takes time to build.  There is no shortcut.  Therefore, a successful 
coach must dedicate time to engage with the coachee personally.  They need to build a 
deeper understanding and trust with each other. In James Flaherty’s book Coaching: 
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Evoking Excellence in Others, the author insightfully to reminds us that “the type of 
relationship necessary for coaching is not one that’s based upon ‘chemistry.’ It’s more a 
matter of openness, communication, appreciation, fairness, and shared commitment.”34
Moreover, coaching focuses not only on building human relationships, but, more 
importantly, it focuses on building one’s relationship with God in order to provide the 
coaches with purpose for life.  When the disciples are strong in their relationship with 
God, they know how to depend on Him to support and encourage each other so that 
serving God is more effective. 
  
 
Drawing out God’s Best in His People 
 God created people in His image, and also gave them the ability to “rule over the 
fish of the sea and the birds of the air, over the livestock, over all the earth, and over all 
the creatures that move along the ground” (Gen. 1:26).  Coaching believes that each 
person has potential to complete what God has assigned him or her.  In Passmore’s book 
Excellence in Coaching, Maria Alicia Pena and Cary L. Cooper stress, “Coaching 
provides individuals with the opportunity to develop strategies to maximize their 
potential to work effectively.  The process allows them to identify their needs, and what 
they would like to achieve to enhance their performance while maintaining their sense of 
well-being.”35
                                                 
34 James Flaherty, Coaching: Evoking Excellence in Others (Burlington, MA: Butterworth-
Heinemann, 1999), 39. 
  People become children of God, not because of their good deeds, but 
because “He chose to give [them] birth through the word of truth” (James 1:18a).  God 
has already given them “every good and perfect gift” (James 1:17a).  Many believers, in 
35 Jonathan Passmore, ed.  Excellence in Coaching: The Industry Guide (London: Kogan Page 
Limited, 2006), 176. 
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the beginning, do not know they have these gifts, nor do they know how to use them.  If 
no one helps them find their gifts, the result is that their potential will become buried and 
unusable. 
The people Jesus called to be His twelve disciples were all ordinary men, but 
more importantly, Jesus saw in each of them the innate ability to turn the world upside 
down.  A good example is Peter.  Even though he denied Jesus three times, Jesus did not 
give up on him.  Instead, He supported and encouraged Peter to work hard for God’s 
kingdom.  In the end, Peter became a church leader and successful evangelist.  Another 
example is Paul.  Originally, he was one of the most anti-Christian of Jews, until Jesus 
appeared before Him personally.  God had already instilled in Paul a passion to commit 
his life for His kingdom, but Paul was on the wrong path.  The most important thing 
Jesus did for Paul was to bring him back onto the right path.    
In John Whitmore’s book Coaching for Performance, the author makes an 
insightful comment that “coaching is unlocking a person’s potential to maximize their 
own performance. It is helping them learn rather than teaching them.”36
                                                 
36 John Whitmore, Coaching for Performance (London UK: Nicholas Brealey, 1996), 8. 
 For example, 
Paul was able to become a successful apostle of the Gentiles with the help of Barnabas.  
However, it was not Barnabas teaching Paul how to be a missionary, but God lending 
Paul the strength to complete this task.  Paul mentioned what God had said to him: “My 
grace is sufficient for you, for my power is made perfect in weakness” (2 Cor. 12:9a).  It 
was the “all-surpassing power” from God that enabled Paul to spread the gospel quickly 
through Europe (2 Cor. 4:7).  This proves what Jesus says in John 14:12: “I tell you the 
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truth, anyone who has faith in me will do what I have been doing. He will do even greater 
things than these, because I am going to the Father.”   
 
Preparing People for the Mission God Has for Them 
Our Lord Jesus has said that he is the way, the truth, and the life.  He is willing to 
lead us from the darkness of sins and crimes to bright eternal life.  During His three and 
one-half years of preaching the good news of the kingdom on earth, He was not working 
alone.  He called and chose His disciples, guiding them personally.  He lived and walked 
with them together.  Our Lord used a lot of His time to prepare the disciples for the 
mission God had for them.  He listened to them and worked tirelessly to encourage, 
remind, and support them.  He did this to make their spiritual lives more mature and 
meaningful by using His life to impact their lives.  He also led them to see their directions 
and the paths ahead of them more clearly, so they could pick up His torch and continue 
His work. 
As Paul says, “It was he who gave some to be apostles, some to be prophets, some 
to be evangelists, and some to be pastors and teachers, to prepare God’s people for works 
of service, so that the body of Christ may be built up until we all reach unity in the faith 
and in the knowledge of the Son of God and become mature, attaining to the whole 
measure of the fullness of Christ” (Eph. 4:11-13). In choosing people to enter His 
kingdom, God has already given each person a responsibility and role.  His will is that 
these are to be used in conjunction to build Christ’s body.  However, a believer’s life will 
not grow by itself.  It needs the guidance and nurture of a shepherd to help it blossom. 
Although each believer has received talents from God to complete His work, the 
believer does not know at first his or her own talents clearly, or how to use God’s given 
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gifts. Joel Comiskey says, “People cannot make grass grow. They can, however, fertilize 
and water it so it will grow by itself. In a similar way, a coach prepares the environment 
for leaders to grow. A coach must push leaders forward, helping them achieve the dreams 
already in their hearts.”37
Nevertheless, those who newly enter a church do not know their roles from the 
outset.  Even as each believer takes the first steps to serving God in the church, many of 
them cannot use their talents skillfully. Thus, they need the constant presence of a mature 
Christian by their side to help them understand what their gift is and to strengthen what 
God has given them in order to contribute to the church.  This is like a soccer team: each 
person’s goal is the same, but each player’s role is very different.  For example, the 
goalie needs to train in how to tend the net.  Other players, such as forwards and 
defenders, also have to be trained in their own roles.  Overall, they need to learn 
coordination, and to know which area they are responsible for.  The coach cannot change 
the goalie into a forward on a whim.  His role is to help them to prepare well for 
competitions, to achieve highly.  In a church, Christians also need to be prepared; 
otherwise, they will not be able to contribute well.  Each person needs to be well-placed 
inside a role, with a united heart, to achieve God’s mission. 
  New converts especially do not know how to digest spiritual 
food by themselves; thus, they need someone to help feed it to them.  The purpose of 
coaching is not only to help converts find out what God has planned for them in life, but 
more importantly, to help them grow in Christ for discovering their talents and using 
them for God’s purpose.   
                                                 
37 Joel Comiskey, How to Be a Great Cell Group Coach (Houston, TX: Touch Publications, 
2003), 61. 
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During His lifetime, Jesus never spread the gospel further than the territory of 
Palestine.  However, He prepared a group of people who were able to fulfill his mission 
of going out to the world.  Paul was a great evangelist who spread the gospel, even to 
Rome, but he never fulfilled Jesus’ command to go to the ends of the world.  He also 
prepared a group of faithful successors to continue this mission.  Even today, the gospel 
has not extended worldwide, and thus each believer should keep working hard to spread 
it.  As long as Christians in each successive generation keep the Great Commission and 
keep making disciples, this work will one day be completed. Eventually, one generation 
will succeed. 
 
Establishing a Culture of Team Work 
Human beings in this world cannot live alone and stay alive. We need 
companions to help, support, guide, and encourage each other. Ecclesiastes 4:9-12 
stresses that “two are better than one, because they have a good return for their work: If 
one falls down, his friend can help him up. But pity the man who falls and has no one to 
help him up! Also, if two lie down together, they will keep warm. But how can one keep 
warm alone? Though one may be overpowered, two can defend themselves. A cord of 
three strands is not quickly broken.” God reminds us that we need someone to walk 
alongside us in our path of life.   
In the ever-changing decades and centuries, Satan has used every possible way to 
tempt people.  Christians often lose their direction during their weak moments or busy 
lives without realizing it, easily falling into Satan’s vicious plan.  Therefore, they really 
need “coaching” to help them understand and follow God’s way to live for Him. 
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 Christian coaching is to make a priceless investment in the lives of others by 
helping them commit themselves to the gospel.  The huge task of preaching the good 
news has never stopped from the time of Jesus’ disciples until now.  His followers have 
continuously worked hard to develop preachers for generations to come.  Besides putting 
in the required effort to preach the good news to non-believers, it is even more important 
to train more disciples to work together in order to fulfill this huge task Jesus has given to 
the churches.   
For instance, the believers should co-ordinate with each other in order to bring the 
non-believers in and build them up in Christ.  Ephesians 4:15-16 urges us to “in all things 
grow up into him who is the Head, that is, Christ. From him the whole body, joined and 
held together by every supporting ligament, grows and builds itself up in love, as each 
part does its work.” To witness God, church must have His love and the believers have to 
be united as one in the love of God. The church is the body of Christ, and different 
members of the body have to be closely connected to discharge their unique duties, thus 
fulfilling the function of the body.  
 Hebrews 10:24-25 states, “Consider how we may spur one another on toward love 
and good deeds. Let us not give up meeting together, as some are in the habit of doing, 
but let us encourage one another.” Every believer’s life has God-given potential.  If he or 
she is properly guided and developed, the believer’s life would certainly bear the seeds of 
life and also affect others’ lives. “Coaches are not experts or know-it-alls – they are 
ordinary Christians who have the opportunity and privilege of coming alongside others 
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and helping them succeed in fulfilling their God given potential.”38
 
 Together, they will 
testify and glorify our God. 
Biblical Examples of Coaching in the New Testament 
Jesus, even though He did not have the title of coach, demonstrated Himself to be 
a coaching model, able to develop His disciples’ lives successfully. Even though the 
disciples were ordinary people, Jesus helped them express their capabilities, so that they 
could perform extraordinary things. As Logan and Carlton say, “Coaching can help 
people take steps that move them toward the completion of the work God has given them 
to do. That’s strategy – that’s coaching in action. Coaches are those who recognize that 
they have the opportunity to participate in God’s plan by coming alongside others as they 
seek to grow and reach their potential.”39
When He taught them, sometimes He used straight expository teaching, but more 
often He asked the disciples questions, so that they would find out the answers 
themselves. In the narrative, found in Matthew 16:13-17, Jesus used questions as a means 
of drawing out from His disciples the message which had been revealed to Peter by the 
Father in heaven. Through this, He trained the disciples to listen for God speaking in their 
own hearts, so that they would become closer to God, and thus draw strength from Him.   
  On the road to Emmaus, Jesus cared for His 
disciples, walking alongside them and encouraging them, especially during the time they 
were disheartened.  He listened to them, and helped them discover who He was rather 
than merely telling them (Luke 24:13-35). Coaching can also create in people the ability 
to discover God’s agenda for them.   
                                                 
38 Logan and Carlton, Coaching 101, 15. 
39 Ibid., 18. 
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When Paul accepted Christ initially, most of the disciples still had doubts about 
his belief and were not willing to share their life with him. “But Barnabas took him and 
brought him to the apostles. He told them how Saul on his journey had seen the Lord and 
that the Lord had spoken to him, and how in Damascus he had preached fearlessly in the 
name of Jesus (Acts 9:27).” The Lord understood Paul’s needs, and thus sent Barnabas to 
assist and encourage him.  The name “Barnabas” means encouragement.  Barnabas was 
always trying to help others.  He went to Tarsus to look for Paul and led him to Antioch 
to serve the Lord together (Acts11:25-26). Paul got the chance to unleash his potential 
there, paving the way to become one of the most influential Gentile missionaries. 
Barnabas did not discuss Paul’s mission with other disciples.  He stayed with Paul 
throughout, and they prayed together. Through the prayers, he guided Paul to discover 
what God wanted him to do. When Paul met a couple, Priscilla and Aquila, during one of 
his mission trips, he was trying to develop their spiritual life.  Paul spent time living and 
working together with them (Acts 18:1-3).  He also encouraged them to join part of the 
mission trip.  Eventually Priscilla and Aquila were trained to become capable coaches, as 
well. 
 
Theological Convictions of Coaching in Disciple-Making 
Every One of God’s People Has a Spiritual Gift or Gifts 
God, when He gave each person life, gave them unique talents (James 1:17). 
George Barna reminds that “if you think about Jesus’ disciples, it doesn’t take long to 
realize that few of them seemed like the strong, visionary, world-changing leader we seek 
in a senior pastor today. Instead, Jesus used gifted, capable individuals who simply 
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needed training and vision.”40
Each of God’s believers is reborn into new life in Jesus Christ.  The apostle Paul 
emphasized that every Christian has God-given gifts (Eph. 4:7-8).  In church, Jesus 
already gave each person a unique gift.  This is “to prepare God’s people for works of 
service, so that the body of Christ may be built up” (Eph. 4:12).  Each believer who can 
use his or her gifts in the right place can build up others, grow themselves, build up the 
church, and give glory to God. If they do not use their gifts appropriately, not only is it 
not beneficial to them, but it can harm others and the church. 
   Each person’s talent is useful, if it is well-trained and 
drawn out at the right place, and thus can serve the society and become a blessing to 
others.   
 One example is the members of the church in Corinth. Despite being “enriched in 
every way,” and not lacking in any spiritual gifts (1 Cor. 1:5-7), Paul reprimanded them 
for not being mature, for fighting among themselves, being jealous, and quarreling (1 
Cor. 3:1-3).  If gifts are not used properly, and if each person is egotistic, then each 
person will only look out for himself or herself and can easily become prideful and 
worldly.  Paul warned them not to become like this and reminded them that “everything 
should be done in a fitting and orderly way” (1 Cor. 14:40).   
Even though each person has a God-given gift (Rom. 12:6; 1 Cor. 7:7), not 
everyone knows what that gift is, or how to use it to serve God.  New believers especially 
need mature Christians to guide them in order to correctly draw out God’s gift in them.  
This is like a soccer team: the success of the team does not depend on each person’s 
                                                 
40 George Barna, The Power of Team Leadership  (Colorado Springs, CO: Waterbrook Press, 
2001), 22. 
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talent alone, but on each player knowing his or her position on the field, and all working 
together as a team.  The soccer coach will not ask the goaltender to play as forward but 
will place all players appropriately, according to their talent and train them in their 
strengths.   
The most typical description of the church is Paul’s metaphor of the body of 
Christ in 1 Corinthians 12:4-27.  Each believer is a cell in the body: each has a different 
function, and no part is more important than another: “The eye cannot say to the hand, ‘I 
don’t need you!’ And the head cannot say to the feet, ‘I don’t need you!’” (1 Cor. 4:21).  
This is because “the body is not made up of one part but of many” (1 Cor. 12:14).  All  
persons should be aware of their position and their responsibilities, and know that their 
life is connected with Christ’s.  Not only do all persons have to work hard, but they also 
must unify in the name of Christ and work together in order to help each other grow. 
Since each person’s personality is different, each person also has a unique way of 
doing things, and disorder will soon follow if people try to work together without 
guidance.  In the reality of the church, cooperation of all believers is not easy.  However, 
if those in the church have a life coach guiding them by their side, the life coach can help 
them see their blind spots, thus avoiding a lot of unnecessary conflict, and be able to stay 
on the path toward God.  When Christians work as a team to witness to God, they need a 
spiritual team leader to guide them.  The church needs mature Christians to lead new 
believers, to instruct them on how to follow the Bible’s teachings to serve God.  
Coaching’s most basic goal is to help believers know themselves and the gifts that God 
has given them.  Through coaching, they can know what God wants them to do and more 
correctly use God’s gift in their daily life.  
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Life Transformation through the Work of the Holy Spirit 
In John 16:7, Jesus says that he will send the Counsellor to continue His work in 
the world. It is very important for the believers to know and experience the Holy Spirit’s 
work. The Holy Spirit is working during the process of discipleship, acting as a comforter 
to strengthen and encourage the believers. Logan and Carlton say, “As coaches, we can’t 
play the role of the Holy Spirit. Most people know what they need to address, and we 
need to trust in their ability to hear the voice of the Spirit for themselves.”41
Christians must understand that they do not have the power to change other 
people’s lives.  One can only come to know God through the work of the Holy Spirit and 
renew his life. First Corinthians 2:4-5 mentions that “my message and my preaching were 
not with wise and persuasive words, but with a demonstration of the Spirit’s power, so 
that your faith might not rest on men’s wisdom, but on God’s power.”   Paul followed the 
guidance from the Holy Spirit, and he was not conceited about his knowledge or wisdom.  
He just gave his best to finish what God had asked him to do.  
 Discipleship 
needs the leading task of the Holy Spirit because He is “the Spirit of truth” (John 14:17). 
However, the guidance of the Holy Spirit in different people is different. What is most 
important is that the believers have is set aside a fixed time to communicate with God. 
Then the Holy Spirit can speak to them. It is by the Holy Spirit’s power that the disciples 
can witness for Christ with joy. 
 In 1 Corinthians 3:6-7, he emphasized once again “I planted the seed, Apollos 
watered it, but God made it grow. So neither he who plants nor he who waters is 
anything, but only God, who makes things grow.”  As a coach, one must understand that 
                                                 
41 Logan and Carlton, Coaching 101, 26. 
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one’s role should be focused on constructing an environment to allow the coachee’s life 
to be influenced and changed by the Holy Spirit.  Miller and Hall state, “The Holy Spirit 
is a vital participant in the Christian coaching relationship! The Christian coach brings a 
strong belief that the person being coached, with the help of the Holy Spirit, can discover 
the solutions that will move that person forward.”42
 
 With the help of the Holy Spirit, the 
person being coached should have a better understanding of God’s guidance, grow up 
spiritually, and be able to set the value and worthiness in his life as a result.  As long as 
we are willing to be used by God and become a tool for the Holy Spirit’s work, the time 
and effort that we spend on others will never be wasted. 
People Can be Changed by Discovery Learning 
God gave each person the ability to learn.  As a person grows from child to adult, 
one needs to be taught basic skills, such as how to take care of oneself.  However, in 
many circumstances, the skills and knowledge a child attains is from experience of the 
world, and not anything taught by a teacher.  The things children learn from their own 
explorations can affect their attitudes and ways of doing things in adult life. 
Each person’s life is unique, and God has given each one the potential to face the 
challenges in his or her life.  This is because human beings were created in God’s image 
and have the God-given privilege to take care of this earth and all its creatures (Gen. 
1:26).  However, after people sinned, they were separated from God.  They were 
polluted, and their hearts became entangled by sin.  Therefore, they need someone to 
shine a light to show them a way to escape this darkness. Coaching does not directly help 
                                                 
42 Linda J. Miller and Chad W Hall, Coaching for Christian Leaders: A Practical Guide (St. Louis, 
Missouri: Chalice Press, 2007), 76.  
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people solve their problems, but it helps them to see their own problems, until they can 
find a solution and change.  Coaching is also not a solution, but encourages people to 
think about their own problems.   
When Jesus trained His disciples, He did not follow the rigid, formal teaching 
style of His day.  He knew that this dead method could not change His students’ lives, 
and that any good results would only be on the surface.  The students who learned this 
way would become like the teachers of the law and the religious leaders: they would be 
frauds.  Therefore, Jesus did not arrange his students in a classroom.  He taught them 
beside lakes, on the streets, on the mountaintop, or in the wild.  Neither did he hand out 
notes.  Instead, He used life experiences and challenges to immediately teach His 
disciples.  He especially used these to encourage them to apply their beliefs in their daily 
lives. 
Jesus did not just speak about logic, but used examples and real-life situations to 
motivate the disciples to think of their own solutions.  He especially used parables to 
explain his teachings.  For example, He used the parable of the sower (Matt. 13:1-23), a 
situation that His disciples were familiar with in their lives.  When Jesus talked about this 
parable, He did not explain the meaning right away.  Instead, He waited for His disciples 
to come and ask for clarification.  It was obvious that Jesus wanted them to think first, to 
use their life experiences to help them find their own solution, before telling them what it 
meant.  This was Jesus’ way of teaching. 
Jesus, being the creator of all life, knew the nature of human beings intimately.  
He believed that people were able to use God-given intellect to find their own solutions 
and to change themselves when they could not change their environment.  However, 
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when the disciples first began following Jesus, their spiritual life was like an infant.  They 
were like babies in the beginning, who needed someone to feed them milk and, therefore, 
were “not acquainted with the teaching about righteousness” (Heb. 5:13).  Spiritual life’s 
growth requires time, but Jesus did not use any forceful method to push His disciples to 
grow faster.  Instead, He spent His time understanding His disciples, and He also let His 
disciples come to understand Him.  He also allowed them the freedom to think for 
themselves and enhanced their independence.  Thus, they were able to feed themselves, 
and become mature disciples “who by constant use have trained themselves to distinguish 
good from evil” (Heb. 5:14).  In this way, the disciples would build up their discovery 
learning ability, becoming self-sufficient in understanding God’s word and in knowing 
how to apply the truth in their daily life.  Even though Jesus had the power to change 
lives, He did not use this Godly power to accelerate His disciples’ spiritual growth.  
Instead, Jesus willingly accepted the life-long duty to make disciples, and patiently 
nurtured their growth. 
Joel Comiskey stresses that “one primary role of a coach is to help leaders apply 
the skills they have learned. A coach should not only focus on developing leaders 
according to what they need, but also according to how they develop best.”43
                                                 
43 Comiskey, Great Cell Group Coach, 68. 
 For 
example, Paul became a teacher of disciples of the Gentiles.  Even though his training 
was based on the rigid teaching of the Pharisees, he understood that the dead law’s 
methods could not really change a person’s life.  He always confronted the teachers of the 
law on their hypocritical style, criticizing them for teaching others what they themselves 
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did not live.  Therefore, he reminded Christians: “Do not conform any longer to the 
pattern of this world, but be transformed by the renewing of your mind. Then you will be 
able to test and approve what God’s will is—his good, pleasing and perfect will” (Rom. 
12:2).  Knowledge without using it in daily life makes people prideful (1 Cor. 8:1b), and 
does not change their life. 
To embrace a vision of life transformation in disciple-making, coaching 
concentrate on the final result and direct the coachee’s effort to visualizing success by 
taking the necessary actions. The coach believes that every believer has God-given gift or 
gifts, which can be drawn out through discovery learning. Coach does not give answers to 
the person being coached, but just assists the coachee to develop his or her unique 
strategy and formula for achieving success. The coach’s belief is that the person being 
coached already has the ability to solve the matter at hand. The main purpose of coaching 
is to unleash one’s potential and allow the person to reach his full potential. The coach 
does not provide a path that leads the person being coached from the present to the future 
as the person being coached knows the best way without realizing it. The coach’s job is 
to inspire and open one’s eye to find the solution by himself or herself. 
 
     
 
 
 
 
 
 
PART THREE 
A STRATEGY FOR DEVELOPING DISCIPLE-MAKING 
 LEADERS THROUGH COACHING  
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CHAPTER 5 
 
ESSENTIAL COMPONENTS OF STRATEGIC COACHING  
FOR DISCIPLE-MAKING 
 
 
Reinforcing Relationships 
In 2006, the results of the NCD found that the weakest factor in NYCBC was 
“loving relationships”; whereas, the strongest was the “small group.” The church leaders 
found this puzzling: if the small groups were so strong, then the relationships within the 
church should be close.  The director of the NCD explained: small groups were strong 
because the relationships between the small group leaders and members were strong; 
however, the connection between the small group and the church was weak.  Despite 
being so close within the small groups, church members felt the church did not care about 
them.  The church’s support for the small groups was shallow, and the result was disunity 
between them on many subjects.   
The church is a spiritual family, and, if the relationship between the family 
members is not healthy, then it will be hard for them to work together.  Having a good 
relationship is firstly about good communication and maintaining close contact.  If 
NYCBC wants to continue to grow, then it needs to switch from being task-oriented to 
being people-oriented.  In the Coaching 101 Handbook, Logan and Reinecke remind 
church leaders that “ninety percent of the time people who have the deepest impact on 
our lives are those we know on a personal level, those who have taken the time to invest 
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in developing a relationship with us.”44
In his book Christian Coaching: Helping Others Turn Potential into Reality, Gary 
Collins writes, “Good human relationships can shape, encourage, teach, motivate, and 
build us up. Good relationships can restore us, be stimulating, provide healthy 
accountability, and enable us to better understand ourselves.”
 The church leaders should commit more time to 
reinforce the relationships among the congregation. 
45
Nevertheless, the church leaders are always working very busily for different 
programs and activities. Obviously, the crises that the church faces today do not come 
from outside attacks, but from inner erosion.  Western churches, in particular, appear 
very rich, but are actually not growing spiritually.  This is like what John says in 
Revelations about the church in Laodicea: though they have “acquired wealth and do not 
lack a thing,” they are in reality “wretched, pitiful, poor, blind and naked” (Rev. 3:17).  
NYCBC has been influenced by Western culture and trends; it has good administration 
and infrastructure to run the church smoothly.  The church has a number of programs that 
seem well-received.  However, they rarely have time to care for one another more deeply 
and to build each other up spiritually.  Church leaders mostly see each other in meetings, 
which are about church operations.  The result is that they only come together for 
business reasons, and thus cannot build strong relationships. 
 If the church today wants 
to develop small group leaders as disciple-makers, then the core church leaders must 
build a stronger relationship with them. 
                                                 
44 Logan, Coaching 101 Handbook, 4. 
45 Gray Collins, Christian Coaching: Helping Others Turn Potential into Reality (Colorado 
Springs, CO: Navpress, 2001), 34. 
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Most of the believers would like to serve together because of meaningful 
relationships with other people in the church. Greg Ogden defines discipling as “an 
intentional relationship in which we walk alongside other disciples in order to encourage, 
equip, and challenge one another in love to grow toward maturity in Christ. This includes 
equipping the disciple to teach others as well.”46  He stresses that “disciple making is not 
a six-week, ten-week or even a thirty-week program. Adding components that make a 
program more rigorous or time-consuming to call forth the truly committed does not 
produce disciples. Programs tend to be information- or knowledge-based, focus on one 
preparing for the many, require regimentation or synchronization and foster an 
atmosphere of low personal accountability.” 47
In NYCBC the small group leaders’ disciple-making training focuses mainly on 
what is taught in the classroom, with very little personal conversation between the teacher 
and the student.  Yet, the method of coaching does not rely on distributing skill and 
knowledge, but depends heavily on building relationships between people.  Coaching is 
not about adding more programs and ministries, but basically about paying attention to 
 If disciple-making lacks interrelationships 
between people, it is like Paul’s comment about “hitting the air.” Church members come 
from different backgrounds and personalities; thus, when they serve together, they will 
have different opinions, which will create disharmony.  If this is not treated correctly, the 
members will soon grow apart.  They will not be able to have meaningful relationships, 
but only superficial communication, even if they are under the same roof. 
                                                 
46 Greg Ogden, Discipleship Essentials: A Guide to Building Your Life in Christ (Downers Grove, 
IL: InterVarsity Press, 2007), 17. 
47 Greg  Ogden, Transforming Discipleship: Making Disciples a Few at a Time (Downers Grove, 
IL: InterVarsity Press, 2003), 122. 
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one-on-one life nurturing. The coach is not a teacher, a counselor, or a mentor; he or she 
just walks alongside to help as a friend, who acts like a mirror to reflect the current 
situation of the coachee. Coaching is to inspire the coachee’s thinking process to come up 
with his or her own answer through attentive listening and efficient questioning. 
Coaching is not about position or structure. It is about passion and commitment, 
in order to increase success through the process of life communication. Logan and 
Carlton emphasize that “it’s about qualities like trust, connection, support, and 
understanding. The relationship is what gives power to coaching. If we skip over building 
a solid relational foundation in our hurry to get more accomplished, our strategy will 
backfire. Coaching that leaves out the relational element will be ineffective at best.”48
 
 A 
Christian coach is not like a boss or supervisor, who gives commands, but more like a 
friend, who walks alongside to encourage and support. It is a relationship function of 
daily life communication.  
Refocusing God’s Agenda 
From Logan and Reinecke’s Coaching 101 Handbook, it is very important for us 
to learn that “the goal of coaching is to help someone succeed. What is success? It’s 
finding out what God wants you to do and doing it.…Each person needs to discover for 
themselves what it is that God wants them to do. Coaches aid that process, but they don’t 
direct it. Coaching is not about telling others what to do; it’s about helping them discover 
it for themselves.”49
                                                 
48 Logan and Carlton, Coaching 101, 31. 
  
49 Logan and Reinecke, Coaching 101 Handbook, 3. 
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Because of God’s calling, we are in the same church serving together as various 
parts of a body.  Everyone has his or her own uniqueness, by God’s grace, to co-ordinate 
with each other in building the body of Jesus Christ. All church members should use their 
talents and gifts for building His kingdom. We can work better if we work together. 
The world defines success as achieving life’s desires. Christian coaching views 
success as effectively doing God’s will. Coaching is not the same as advice, but its main 
purpose is to remind.  Coaches will not teach a person to follow a certain path, but will 
help the person to understand his or her present situation and make adjustments in life 
direction, with the goal of helping the person toward his or her goal.  Paul compares 
Christians to athletes running a race: the athlete must forget what is behind, focus ahead, 
and keep running toward the finish line.  This is because, even though athletes can run 
very fast, if they run in the wrong direction, they will still lose the race.  Like Christians 
who are running their life’s journey, the road will not always be smooth; there will be 
obstacles and challenges that will push them down a wrong path.  Some Christians who 
have a weak belief may fall; if someone is there to help them up, they will return to the 
correct path.    
The use of coaching is like a mirror.  It helps people see themselves even more 
clearly and puts their difficulties into perspective.  Through this, it can reveal an 
appropriate and timely solution.  A coach is someone who is committed to accompanying 
group leaders during their life journey.  The coach’s duty is to endlessly remind, support, 
and help them readjust their lives towards their goals.  As in the idiom, “You can’t see 
the forest for the trees,” a believer who spends all his or her time serving God is like a 
person in a competition who cannot see the big picture.  However, if there is a coach by 
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his or her side, the coach can give direction and, during important parts of the race, can 
allocate rest times for the competitor so that he or she can focus even more on what is 
ahead.   
When the population of the church increases, more programs and ministries will 
be created.  Those responsible for these programs and ministries will go to small group 
leaders to ask for their participation.  Thus, small group leaders become an intermediary 
between those within the small group and the rest of the church administration.  The 
constant demands from both sides mean that small group leaders will have a hard time 
focusing on God’s tasks.  The church has many meaningful activities that are worth 
participating in, but they are not applicable to every member of the church.  Especially 
small group leaders, if they are committed to being disciple-makers, need to be dedicated 
to life-changing work, and will not have time to participate more in other ministries.  
Many times, small group leaders do not need someone to tell them what to do and what 
not to do.  Instead, they need someone to help them expand their perspective and to lead 
them to make right decisions.  The coach would not directly tell small group leaders what 
to do, but would be there to help them find their God-given mission.  The coach is there 
to remind them not just to do the good things, but to focus on the best, which God has 
assigned to them.   
 
Cultivating a Passion for Life Transformation 
Paul encouraged us through Romans 12:2: “Do not conform any longer to the 
pattern of this world, but be transformed by the renewing of your mind. Then you will be 
able to test and approve what God’s will is—his good, pleasing and perfect will.” If a 
coach wants to help a person find God’s will in his or her life, the coach must help the 
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person revive his or her soul through the Holy Spirit.  People being coached must submit 
their lives completely to God’s management. 
Coaching is not used for passing on knowledge.  Rather, it is used for passing on a 
life message and for supporting and encouraging others to overcome their hardship and 
sins by relying on the Holy Spirit.  Coaching should help a person have a deeper 
relationship with the Lord and live a God-pleasing lifestyle so that His name may be 
glorified. 
The problems of small groups are many, but the biggest one is lacking a good 
quality leader.  If the church cannot nurture leaders who have passion and can dedicate 
time to serve people, then all the church’s innovative strategies will be fruitless.  Without 
passionate small group leaders, there cannot be small groups that change lives.  The small 
groups’ growth depends on how the church nurtures their small group leaders.  
Though small group leaders nurture people, they also need someone to nurture 
them.  They especially need support and someone to cheer them up during times when 
they feel alone.  Thus, when they encounter obstacles, they will not easily stop or give up.  
The coach’s job is like that of a farmer: even though the farmer cannot ask the plants to 
grow, his or her most important job is to prepare the soil, pull the weeds, take out the 
rocks, and add fertilizer; without these things, the plants will not grow healthily, and the 
farmer will not have a good harvest.  Likewise, an important task of the coach is to create 
a good environment for the small group leaders to grow. 
 
Providing Intentional Shepherding 
The small group leaders of today’s NYCBC are not lacking in training or material 
resources; what they are missing is someone by their side to encourage and support them.  
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Especially during difficulties and personal crises, they really need a spiritual leader to 
listen to them, understand their needs, and give assistance and guidance. 
In the church’s organization, there are pastors, counselors, and a fellowship 
committee who are responsible for caring for the small group leaders.  However, this type 
of team-shepherding cannot really provide effective care because the needs of each small 
group leader are different.  Especially when small group leaders deal with personal 
problems, they may not want to share them publicly with the shepherding team.  Since 
each small group leader does not have an appointed spiritual leader to take care of him or 
her, this may cause the leader to hesitate when deciding which spiritual leader to ask for 
help.  If there is no initiative to support them, the small group leaders are left alone in 
dealing with problems, which will lead them to feel neglected and thus lose motivation to 
serve. 
A healthy small group requires a healthy small group leader to shepherd its 
members.  On the same note, small group leaders need someone to shepherd them if they 
are to grow healthily.  In reality, while small group leaders care for their members, they 
also need someone to care for them in turn.  The small group coaches do not act as 
supervisors to the small group leaders; instead, they are the servant-leaders, who will 
always be there to help and serve.  Developing strategic coaching for the small group 
ministry ensures that each small group leader receives the intentional shepherding that 
team-shepherding cannot provide. 
Coaching focuses on one-on-one contact and understanding.  The small group 
coach needs to devote time and energy to walk alongside the small group leaders.  
Through attentive listening and timely responses, they guide people to their life goals and 
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direction.  Even though they cannot immediately help someone find all the answers and 
solutions to their problems, they are able to let the person feel helped and cared for.  The 
result will spur the person on to face problems with renewed vigor.  Therefore, building a 
small group coaching network is not about adding another ministry.  Instead, it is about 
fixing the shortcomings of the church’s shepherding for the small group leaders who are 
on the frontline, encountering non-believers, while shepherding the converts.   
 
Enhancing Team Spirit 
In many churches, most of the pastors have to handle a variety of tasks such as 
caring for the sick, teaching the new converts, and other urgent or temporary matters at 
the church. Logan and Carlton point out that “too often we forget that the role of a leader 
is not to do all the work alone: it’s to prepare others for the work God has for them.”50
As God said, “It is not good for the man to be alone.  I will make a helper suitable 
for him” (Gen. 2:18).  This verse clearly states God’s wishes: He does not want us to live 
alone.  He hopes that we can match each other and work together.  As examples: the great 
leader of Israel, Moses, needed to have Aaron’s support and help (Exod. 4:14-16); the 
apostle Paul also needed to have Barnabas’ reception and assistance (Acts 9:27, 11:24-
26). These show that teamwork can accomplish much more than an individual can. 
 
The pastors should not depend only on themselves to complete certain work, but they can 
try to work with a team by delegating various tasks to capable individuals.  
“Coaching can be used to develop more leaders to work with you, people who are 
equipped to take on more responsibility and share the load.…Whenever you invest in 
                                                 
50  Logan and Carlton, Coaching 101, 15. 
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developing people, your own workload decreases.”51
Coaching’s goal is to help people succeed.  Coaches view the coachee’s success 
as their own.  Coaching focuses on interpersonal understanding, trust, and working 
toward the same goal.  When small group coaches develop small group leaders, the small 
group leaders in turn build up other people.  Coaches do not do this to build themselves 
up, but to help others increase their resources.  Coaches are willing to be a companion, 
support others, and help them find what God has planned for them.  Their focus on 
cooperation will enhance team spirit for building up one another in the body of Christ.   
 Everybody cannot serve alone in a 
church.  Even people with very strong spiritual lives will eventually tire, fall down, or 
encounter failure.  Therefore, the believers need to have support, encouragement, and 
reminders from other people.  A coach is not someone who is capable of all things or an 
expert in all areas.  Rather, a coach is someone similar to Barnabas, helping others to 
clearly see life’s goals and guiding them to the path of success. 
The biggest crisis that churches face today is non-cooperation among the church 
leaders, which may spark power struggles. Gene Wilkes reminds the leaders that “a 
leader cannot be truly effective until he includes those whom he leads in all he does.”52
                                                 
51 Logan and Carlton, Coaching 101, 14. 
  
Teamwork can accomplish much more than an individual can. The church is Christ’s 
body, and, if the body fights with itself, it cannot function well. An important part of 
coaching is to enhance communication and respect among the leaders in order to achieve 
mutual understanding, with the goal of building trust and unification. Enhancing team 
52 Wilkes, Jesus on Leadership, 211. 
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spirit to serve the Lord, the church leaders need to cultivate and motivate one another to 
work together for church mission with the same heart. 
The community of NYCBC is like a construction team: success requires all the 
team members to use their talents and cooperate with one another.  If each member cares 
only for himself or herself, then the team will fail.  Almost every NYCBC member 
participates in small groups, which allow them to care for and support one another.  
However, even though small groups can inspire unity, if they are not connected with the 
whole body of the church, then they become a force of disharmony instead.   
The connection between the coaches and the small group leaders has to reflect 
Christ’s unified mentality.  Small group leaders will not be working alone.  As Gene 
Wilkes says, “Effective teams work because members sense that each person belongs, 
that they share a common goal and have a purpose for functioning.”53
                                                 
53  Wilkes, Jesus on Leadership, 219. 
 It is essential to 
apply strategic coaching to help the small group leaders and the church core leaders work 
together towards God-given goals. The coach views others’ success as his own.  When 
small group leaders successfully build up other people in the small group, this is not just 
the coach’s success, but also the success of the church.  The coach is an ambassador of 
unity, who can connect people, bring out a cooperative atmosphere, and enhance team 
spirit.   
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CHAPTER 6 
 
STRATEGIC ROADMAP FOR THE PRACTICE OF COACHING 
 
 
Coaching is a new attempt for NYCBC.  From the first spark of the idea to the 
practical application, the process will be like an experiment.  Before even starting, a 
strategic roadmap should be made in order to reduce the risk of derailment. However, to 
successfully reach a destination, the direction and goal must be known.  Finding the right 
direction requires that one know where the starting point is.  Besides that, the traveler 
must determine what to prepare for the journey, and know if his or her own stamina is 
enough to reach the destination.   
 
Understanding Who NYCBC Is: Identity and Uniqueness 
Every church has a different identity and uniqueness.  Especially in multicultural 
Canada, most churches become affected by the changing environment and the 
congregation changes, thus facing different challenges. As the Chinese saying goes, 
“Know yourself, and know your enemy.  That is the way to winning.”  However, if the 
local church does not know about itself, then it will not know how to move forward to 
improve or transform.  If NYCBC is aiming for continuous growth and renewal, then the 
church leaders need to understand what type of church NYCBC is. 
NYCBC was founded on June 7, 1970, by a few families who emigrated from 
Hong Kong.  Originally under the name “Eliam Chinese Baptist Church,” the church was 
first located at Wilmar Heights Baptist Church.  In 1977, NYCBC moved to its present 
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location: 675 Sheppard Avenue East, in North York.  It started as a traditional and 
conservative Baptist church, as a member of the Fellowship of Evangelical Baptist 
Churches in Canada.  At the beginning, there was only the Cantonese-speaking 
congregation.  Not until 1981 was there an English-speaking congregation, and, finally in 
2001, a Mandarin-speaking congregation was added.  The Cantonese-speaking 
congregation came mainly from Hong Kong, while the Mandarin-speaking congregation 
mostly originates from China.  The English-speaking congregation is mainly comprised 
of second-generation, Canadian-born Chinese.  Most of the members of the 
congregations live in the surrounding area, in Scarborough, and Richmond Hill, and are 
Chinese professionals and middle-class.   
Of the three congregations: there are 450 members in the Cantonese congregation, 
100 in the Mandarin congregation, and 200 in the English-speaking congregation.  
Together with the same belief in Christ, they hold the Bible as the principle for their life, 
and they also share the same mission and vision in the following statements. 
Mission Statement: Empowering God’s people, Blessing our world. 
Vision Statement: “We are to glorify God as disciples of Christ who reflect 
His image and serve him. We shall engage in God-centred worship, Bible-based 
teaching, body life relationships, servanthood ministry, community service, 
lifestyle evangelism, strategic church planting, and global missions. Through the 
power of the Holy Spirit, we seek to obey the Great Commandment and fulfill the 
Great Commission of Christ so as to bless our kinsmen and all peoples in our 
neighbourhood, Greater Toronto, and the world. 
 
NYCBC has Sunday services in three languages: the Cantonese-speaking 
congregation’s services are at 9:30 a.m. and 11:15 a.m.; the English-speaking service is at 
9:30 a.m.; and the Mandarin-speaking congregation is at 11:15 a.m.  Sunday school takes 
place before and after Sunday service.  Each congregation has its own prayer meeting: 
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the Cantonese-speaking congregation’s meetings are on the Saturday night of the first 
week of each month, and the Wednesday night of the third week of each month; the 
English-speaking meetings are on the second Saturday of each month; and the Mandarin-
speaking meetings are on the Wednesday of the first and third week of each month.  The 
fellowships and small groups are mainly held during weekends, and many of the small 
groups are family-operated.  From Tuesdays to Thursdays, the church also provides 
social services for the public in the evening.   
The main church leaders are composed of the pastors and deacons.  Today, there 
are eight members in the pastoral team and six on the deacon board.  The daily activities 
of the church are supervised by this team, through the different ministry groups of each 
congregation: the Cantonese-speaking congregation has body life, local outreach, 
teaching, and worship; the English-speaking congregation has the same ministries as the 
Cantonese-speaking congregation, with the addition of a youth ministry; and the 
Mandarin-speaking congregation has only a core leaders committee that runs all the same 
ministries as the Cantonese-speaking congregation.  There are also some church-wide 
ministries, which include caring, children’s ministry, social service, global outreach, and 
servant development.   
The church emphasizes evangelism and church planting.  During 1978, the 
Oshawa Mission was founded; in 1979, the Scarborough Mission; in 1988, the Richmond 
Hill Branch Church; and in 1991, the Willowdale Branch was established.  Since 2005, 
NYCBC has shifted its evangelical strategy towards community services, providing ESL, 
line-dancing classes, cooking classes, exercise classes, and Mandarin language classes.  
The church also emphasizes going into the world for global missions; in the past forty 
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years, twenty-two brothers and sisters were sent as missionaries.  Today, fourteen of them 
reside in eight different countries performing outreach to different people.  Also, every 
year, NYCBC sends out short-term missions to different places around the world; in the 
past year, these destinations included South America and Europe.   
 
Understanding Where NYCBC Is: Environment and Spirituality Analysis 
Since 1991, the church has sent out brothers and sisters to establish the 
Willowdale Branch Church; turning away from church planting, the church leaders have 
now focused on making NYCBC a mega church.  Unfortunately, twenty years later, 
NYCBC has not grown.  In fact, the trend has been towards a decreasing attendance.  
Clearly, the church has lost forward momentum.  It appears to have stopped at a 
crossroads, lost in a big city.  If NYCBC is to overcome this, it must focus on forward 
growth and find a renewed direction.  However, without knowing where NYCBC is right 
now, it will be difficult to find the path towards the goal.   
To find out where one is, one must observe the surrounding environment and 
know in which direction one is looking.  Therefore, before drawing out a new strategic 
roadmap for developing coaching, the church leaders have to spend time observing the 
church’s current environment and its own spiritual status. To assess where it is, the 
church must understand what strengths should be leveraged and what weaknesses should 
be overcome for pursuing the transformation of  NYCBC. 
 
Strengths – What Is Working Well 
NYCBC is independent and not easily influenced by the outside.  The 
administration is stable and has clear by-laws to govern the church.  Internally, ministry 
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groups have also been created.  Many of them are firmly established, self-regulating, and 
self-initiating.  They have produced many programs and activities for serving the church 
members, as well as for the surrounding community.  They have also created many 
serving positions for the congregation. 
The church’s fellowships and small groups provide an excellent atmosphere for 
the congregation to build closer bonding, which can transform into a big caring network. 
The long-term committed fellowships and small groups’ leaders are familiar with the 
church members, and that would facilitate communications among the congregation. 
Moreover, most of these leaders have previously received systematic training on 
discipleship. 
NYCBC today provides Sunday services and Sunday school in three languages: 
Mandarin, Cantonese, and English.  According to the different cultures of each language, 
the church has split shepherding in order to better accommodate each one.  All three 
congregations have their own fellowships and small groups, so that the church can give 
each person intentional shepherding.  Not only that, but these groups enable the members 
to build closer relationships.  The population of the whole church is about seven hundred 
fifty people; many of them with white-collar status, who support the church faithfully.   
The church is rich with financial and human resources, and well-equipped 
facilities.  The 25,000-square-foot church facility includes a sanctuary, a solar room, a 
library, a nursery, a toddler daycare room, a gym, a kitchen, and an education building.  
On the newly bought neighbouring land, there will be a ninety-thousand-square-foot 
building used for church expansion. 
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Weaknesses – What Does Not Work or Needs to Improve 
The pastoral leadership team is unstable and insufficient to serve the 
congregation.  No senior pastor has stayed more than ten years.  Recently, almost every 
year, a pastor has resigned.  There were originally fifteen deacons; today, there are six to 
share the church leadership role.  Even though the ministries have enough lay leaders, 
there is little cooperation among them. Changing existing ministries usually encounters 
resistance due to the lack of communication among lay leaders of the ministries, and each 
ministry has its independent focus.  They each act independently for their own groups.  
Most of the time, their planned programs come into conflict.  Though the members enjoy 
the fellowships and small groups, and they like self-governing, they become territorial 
and resistant to change.   
The church’s structure is overly complicated and rigid.  Decision-making is 
confined to strict policies, and must go through a long process. For example, the 
ministry’s decisions must be presented to the pastoral team, the deacon board, and the 
general congregation before being approved.  This process requires many meetings, 
which makes the church leaders tired and with less time to take care of the congregation. 
Furthermore, though the by-laws are well thought out, they can be quoted by those in 
opposition to delay the process of decision-making. 
NYCBC does not have enough full-time pastoral staff, and it is difficult to 
provide more support for personal caring and counseling. Also, about half of the 
ministries do not have enough workers, making it even more difficult to find enough 
members to start a new ministry. Today, most of the financial and human resources are 
currently directed toward the church expansion project.  An excess amount of fundraising 
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toward the enormous capital required by the church expansion makes the congregation 
feel uncomfortable. The board of deacons does not have enough members, and the search 
for a full time pastoral staff has not succeeded for the last two years; this may lead 
NYCBC’s leaders to find too much to do and no time to pray together.  
Although most of the ministries are led by experienced church leaders in 
NYCBC, the lack of opportunities to cooperate with and support each other results in 
unnecessary misunderstanding and competition among them.  If the church wishes to 
grow healthily, the church leaders must reevaluate the existing structure and develop a 
better model. 
 
Understanding Where to Go: Vision and Goal 
In the past, the church has tried many plans that have not worked.  This is because 
the leaders have had differences of opinion and dissimilar perspectives. Furthermore, all 
of the church’s existing ministries operate independently. The ministry leaders write their 
own proposal and plan the activities separately at the beginning of each year, without the 
need for setting a common goal and direction.  While this model allows the leaders to 
focus on exploring their spiritual gifts in the corresponding area, it tempts them to 
undervalue the other ministries and neglect the overall congregational goals and 
directions.  
Like many other churches, NYCBC has a vision statement for the congregation to 
live by.  However, most of the church members are uncertain how to blend together the 
vision statement with their serving. As John Hoyle says, “Peter Senge (1990) reminds us 
that for a vision to be effective for organizations it must be shared by others and they 
must feel committed to making the vision happen. When a vision is realized, it is the 
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result of total commitment by individuals who carry the responsibilities required for 
completion and success.”54
 Proverbs 29:18 gives a reminder to the church’s leaders: “Where there is no 
revelation, the people cast off restraint; but blessed is he who keeps the law.”  Without a 
clear vision, the church leaders cannot set a direction or goal.  Thus, the congregation will 
not know where to go, and each person who serves in the church will only grow in his or 
her own direction.  The church will not grow as a unit.  Therefore, when leading the 
church, the leaders need to provide a clear vision and goal for the members to follow, so 
that they can see what God has destined for them. 
  Without clarity on what God has planned for them, the 
church members can easily fall apart and become waylaid.  
Vision is used by God as a special tool to express His revelations to people.  He 
uses it to show His chosen people His future plans, to help them know how to follow His 
will.  Vision is like a GPS (global positioning system), which can show people where the 
destination is.  As long as one follows its directions, one will successfully arrive at any 
predetermined location.  
When Moses led the Israelites out of Egypt, God went ahead to guide them as a 
pillar of fire and a pillar of cloud.  Exodus 13:21-22 states that “by day the LORD went 
ahead of them in a pillar of cloud to guide them on their way and by night in a pillar of 
fire to give them light, so that they could travel by day or night. Neither the pillar of 
cloud by day nor the pillar of fire by night left its place in front of the people.” Through 
the vision of the pillars of cloud and fire, God lent Moses more strength to lead His 
                                                 
54 John R. Hoyle, Leadership and Futuring: Making Visions Happen  (Thousand Oaks, CA: 
Corwin Press, 2007), 29. 
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people toward the Promised Land.  The vision is not made up by the leader, but created 
by God to give the leader more confidence to finish the task, and to allow the leader not 
to be afraid of the environment’s challenges.  Moreover, a clear vision can inspire God’s 
people to embrace the same goal and perspective, to work even more closely for the same 
mission.   
Vision can be represented by a picture or slogan to help people remember more 
easily what God wants them to do.  Even though slogans may help focus everyone’s 
attention, oftentimes these are too abstract and cannot show a clear path from the starting 
point to the final destination.  If there is only an empty vision and no clear goal, then it 
will be like walking in place.  Through vision, the church leaders need to set a goal and 
direction; otherwise, it will be difficult to see the fruits of their labour.  The church 
leaders really need to put the vision into a format that can show people the intermediate 
and overall goals.   
Having a clear goal helps everyone concentrate more efficiently on setting 
realistic plans and strategies.  Through this, people can figure out the best way to work 
interdependently with each other.  Therefore, the goals set by the church leaders cannot 
be too vague and general, or mere slogans whose accomplishment no one can even 
determine.  Instead, a realistic goal can be measured until it can be evaluated from time to 
time. For example, the Local Outreach Ministry cannot set very broad goals, such as 
spreading the gospel to the world, and praying daily for all the non-believers; it will need 
to set a more specific target, such as having each member witness to one non-believer 
every month, and praying for three non-believers daily.  Nevertheless, each goal set must 
fit in with the church’s goal in order to accomplish God’s given mission.   
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Understanding What to Do: Church Leadership’s Role for Coaching 
When the church’s leaders have a collective, clear vision and goal, they will need 
to come together to delegate duties, assign tasks, and learn how to work with one another.  
If the church decides to undergo reform, it will encounter spiritual warfare.  Much like an 
army going off to war, every soldier needs to know what he or she has to prepare.  As 
they reach the battlefield, they must understand their duties.  Each division also needs to 
know how to work as a team with other divisions in order to increase the chances of 
winning.  If they are to be united in fulfilling God’s mission, each church leader needs to 
know his or her role and position.  
 
The Role of the Pastoral Staff and Deacons 
God’s mission cannot be completed by the senior pastor alone; it needs other 
leaders to cooperate to achieve it, especially the other pastors and deacons, who are the 
core leaders of the church.  Not only are these leaders trusted and elected by the entire 
congregation, but they are also chosen and sent by God to lead the church.  On the one 
hand, they have to follow the decisions of the business meeting of members, but more 
importantly, they rely on God’s guidance to carry out their tasks.  It is their duty to guide 
the congregation in understanding and fulfilling God’s vision and mission. 
The senior pastor is the church’s spiritual overseer, and like the general of an 
army.  He must always provide clear guidance and help people see which direction they 
should go.  However, NYCBC’s leadership does not rest solely on the senior pastor’s 
shoulders, but also on the board of deacons.  Therefore, before casting the vision to the 
congregation, the senior pastor should help the deacons understand God’s vision and 
mission first.  If the core leaders are unclear about the vision, then it would be difficult 
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for them to cooperate, and this could easily create conflict and misunderstanding.  If the 
core leaders are not united but have different voices, then the congregation will find it 
hard to follow them as one.   
It is not enough to only tell the congregation about the vision from the pulpit, but 
it is also important that the church leaders develop a one-on-one interaction with the 
church members to help them understand it.  The strategy’s content and direction is not 
only for the senior pastor to know, but for all the core leaders, so that they may provide 
consistent answers when questioned about it.  Thus, during the planning process of 
coaching, the senior pastor needs to involve all the core leaders to pray over the vision 
and discuss it.  If any of the pastors or deacons has any questions about it, the senior 
pastor should not push the group too forcibly to accept it, but allow time and space for the 
Holy Spirit to guide them towards the same path.   
The pastors and deacons are the church’s leaders and decision-makers.  Thus, 
each one of them needs to fully understand coaching’s concept, and to know how to 
apply it for disciple-making.  The senior pastor must learn all of this first, before teaching 
the rest of the core leaders, until they are all in agreement to make a strategic plan for 
developing coaching in the church.  After this, the senior pastor will need to establish a 
steering committee to provide supervision and coordination.  This will require only three 
to five people, freeing up most of the core leaders, who are already busy serving the 
church.  Though the deacons do not directly participate in the training of the coaches, the 
help they give to the pastor in the committee is valuable.   
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The Role of Ministry Lay Leaders 
Today, besides the board of deacons, the membership meetings, and pastoral team, 
the main part of the church’s work is performed and planned by the ministries.  The 
ministries are under the pastoral team’s leadership, but, in reality, the ministries’ 
independence is very strong.  Each ministry has its own goal, and, if there is a lack of 
communication with the pastoral team, the ministry’s goal will not be able to fit 
alongside the church’s goal.  Sometimes, in addition, there is incompatibility with other 
church brothers and sisters, and thus they cannot support each other. 
In the church’s structure, although the ministries are under the pastoral team’s 
leadership, they lack communication paths.  If the ministries have problems, they must 
rely on the advisor(s) assigned by the senior pastor and/or board of deacons to pass the 
message.  Therefore, this makes for very slow and indirect communication.  The result is 
that the ministries have a lot of independent power.  Since they have their own goals, they 
may not be able to complement the church’s vision and direction.  It is also very difficult 
to cooperate with and support other ministries. 
In recent years, NYCBC has increased the servant development ministry and 
social service ministry, increasingly adding and promoting the programs and activities.  
Since each ministry wishes to preserve its own growth and success, they often require the 
fellowship and small group leaders to send people to participate in and promote these 
activities.  The result is competition between the ministries, making the leaders 
overwhelmed. Thus, the parts of Christ’s body lose support and cooperation with each 
other.  Therefore, it becomes difficult for them to achieve together the great commission. 
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On the surface, aside from the Body Life Ministry, the other ministries do not 
need to participate in the church’s promotion of coaching in its early stages.  However, if 
there is no universal cooperation and understanding of the plan, it will be difficult to 
streamline and concentrate everyone’s resources.  The core leaders of the church need 
these ministry leaders to keep in constant communication, so that they know the plan and 
progress clearly, until they can figure out how to work with each other and prepare 
appropriately for the task. 
In order to complement the church’s goal and direction, all the activities of the 
ministries should have a broader focus on the overall growth of the church, and not just 
for expanding each ministry’s own territory.  For example, the Local Outreach Ministry 
should not just ask people to help out in evangelistic meetings.  Instead, it should support 
the small group ministry to train converts to become passionate and skilled disciples.  
Similarly, the Caring Ministry should not just ask people to join the visitation team for 
the sick.  Instead, it should train disciples on techniques of how to care for other people, 
especially those in the small groups who need extra support and care.   
 
The Role of Counselors 
There will be practical difficulties in recruiting a whole new group of coaches 
during the early stage of promoting coaching in NYCBC. It is recommended that the 
ideal candidates should be the leaders of the fellowships and small groups, as they will be 
able to know the small groups’ leaders well.  Moreover, they need to be mature 
Christians and must be committed to the small group ministry. Therefore, a strategy for 
starting is to invite the fellowship counselors as temporary coaches who will coach a 
larger number of small group leaders at the beginning.  
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However, this can only be a short-term solution as some fellowships like the 
Canaan Fellowship in the Cantonese congregation have almost one hundred members and 
almost eight small groups, and will need at least two coaches.  Therefore, the steering 
committee should meet with the current counselors to get their involvement in 
establishing a coaching team.  For this arrangement to be feasible, it needs to redefine the 
role and responsibility of the counselor in the fellowship and small group. 
The counselors at NYCBC have a special position in the church.  They are not 
elected, but assigned, and do not have a set duration in that position.  They have a mature 
spiritual life, and their role is that of a lay-pastor.  They oversee and help fellowships and 
small groups in their daily growth, as well as provide personal care for them.  However, 
some fellowships have many members, and this makes shepherding an intense job.  For 
many years, NYCBC has not been able to find appropriate counselors to take on the task 
of shepherding these large fellowships.  This is one of the most urgent problems that 
NYCBC is facing.  
The counselor is a very strategic person for developing coaching in the church.  It 
is not as simple as a name change from “counselor” to “coach,” but a change in the 
shepherding strategy. In their book Coaching Life-Changing Small Group Leaders, Bill 
Donahue and Greg Bowman say, “Like a good shepherd, coaches know the leaders in 
their care. As you meet one-on-one with your leaders, you will learn more about their 
personal walk with Christ, their family life, and their deepest needs. You’ll gain insights 
into the uniqueness of each leader – their strengths and weaknesses. These insights will 
help you nurture and develop your leaders. Nothing can substitute for personal time with 
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them.”55
In order to allocate enough time and energy to building up the small group leaders, 
the counselors need to reduce their workload and involvement in the fellowship groups’ 
activity and program planning.  The goal of this change is to shift the focus from task-
orientation to people-orientation.  As a coach, the counselor helps the small group leader 
understand his or her shepherding role, bringing people to Christ and building their 
spiritual lives.  Thus, the important aspect of coaching is to walk alongside the small 
group leaders and give them enough support and encouragement. 
  Through constant one-on-one conversation, the counselors will focus on 
coaching a few small group leaders (about three to five), building them up to be lay 
pastors who will pick up the counselors’ daily responsibilities of shepherding the small 
group members.   
 
The Role of Small Group Leaders 
In a church of small groups, especially a large church, each small group is like a 
small church.  The small group leaders have to commit to the work of shepherding their 
group members.  However, in NYCBC, the small groups are still in the fellowships.  The 
growth of small groups still relies on the leadership and arrangements made by the 
fellowship committee.  Many of the small group leaders end up being just coordinators, 
and some of the small group meetings are led by the members taking turns, with no 
leader.  Therefore, there is no clear definition of the small group leader’s role, and many 
of these small group leaders cannot express their leadership and thus cannot shepherd the 
                                                 
55 Bill Donahue and Greg Bowman, Coaching Life-Changing Small Group Leaders (Grand 
Rapids, MI: Zondervan, 2006), 57. 
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members.  When they encounter problems and challenges, they can only turn to the 
fellowship’s counselor and fellowship committee members to help.   
Despite these small groups’ growth, the increasing membership numbers will only 
create more conflict and problems.  This, in turn, will make the figurehead small group 
leaders more afraid of taking on the task of leading.  In the end, because there is no 
intentional shepherding, these small groups will eventually disband. It is essential for the 
church leaders to understand that “churches do not reap the harvest because they have 
small groups. They reap the harvest because they have harvest workers. Churches that 
have no plan to develop leaders have, by default, planned to lose the harvest.”56
In the daily shepherding of small groups, the coach would not replace the small 
group leader’s shepherding and leading roles.  Instead, he or she empowers the small 
group leader to be a good shepherd, especially giving the leader support and advice 
during difficult times.  This will create a coaching culture where nobody will serve alone.   
  If there 
is no focus on preparing leaders on how to nurture, and only a focus on quantity, it will 
bring more pressure on the leaders and will not improve the quality of the shepherding. 
In his book Leading Life-Changing Small Group, Bill Donahue emphasizes that 
“small groups exist to teach the truth and develop future leaders who can shepherd others 
and disciple them in the faith. For this purpose, each leader, or coach, has an apprentice 
he or she is developing toward greater responsibility and leadership.”57
                                                 
56 Comiskey, Leadership Explosion, 16. 
 Therefore, when 
the small group leader receives the coach’s help, he or she can also identify and coach 
57 Bill Donahue, Leading Life-Changing Small Groups (Grand Rapids, MI: Zondervan, 2002), 27. 
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other members as potential apprentices.  This will produce enough next-generation 
leaders to inherit the work of shepherding, in order to match the church’s constant growth. 
The small group leader is the church’s frontline shepherd.  Compared to other 
church leaders, he or she is the leader most personal and influential to the members.  By 
developing a close relationship with the members, small group leaders are the most able 
to understand their needs and the state of their spiritual growth and life.  As Bill Hull says, 
“Personally I believe effective discipling must take place in a small group setting.  It 
provides intimacy; a variety of gifts, without an overwhelming atmosphere; and an ideal 
training vehicle for reproduction.”58
I am in agreement with what Ronald Richardson says in his book Creating a 
Healthier Church: “When people can be connected with one another and maintain a 
sense of self, there will be a higher level of ability to think through challenges and 
difficulties facing the group; they will be able to be open and clear with one another and 
attentive to one another; there will be a higher level of cooperation; and each will be 
responsible for self’s own part in the process.”
 Therefore, during the church’s period of reform, the 
small group leaders would be the most strategic persons for building life-changing small 
groups.  If the church wants to successfully train disciples, it cannot rely on Sunday 
school training courses only.  It needs the small group leaders’ cooperation and 
commitment in order to achieve this goal.    
59
                                                 
58 Bill Hull, The Disciple Making Church (Grand Rapids, MI: Fleming H. Revell, 1990), 214. 
 The Church is God’s family, as Paul 
described Church as the Body of Christ.  Therefore, each part must unite closely in order 
to achieve the common goals.  The new vision for developing disciple-makers through 
59 Ronald Richardson, Creating a Healthier Church: Family Systems Theory, Leadership and 
Congregational Life (Minneapolis, MN: Fortress Press, 1996), 108. 
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small group ministry is to promote unity among all of us in NYCBC.  However, we must 
first deal with the following issues: church leaders must understand and agree to the 
relationship-based process of coaching; church leaders must plan, participate in, and 
promote the strategy of coaching together in unity; each ministry needs to adjust 
accordingly and reexamine current strategies to drop unnecessary activities in order to 
achieve the common goals and directions; Body-life Ministry must rearrange resources to 
provide sufficient support for the coaches and small group leaders; pastoral team, church 
ministries, fellowships, and small groups must be reorganized with roles adjusted 
accordingly, based on the new strategy for making disciples. 
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CHAPTER 7 
 
STRATEGIC PLAN FOR THE PRACTICE OF COACHING 
 
 
 To promote reform is like embarking on an exploratory adventure: though one 
does not know exactly the dangers involved, one must still prepare a plan.  Jesus 
reminded His disciples that, if one wants to build a building, then one needs to sit down 
and estimate the costs to ensure having enough money to complete it (Luke 14:28).  
Counting the cost involves setting a plan for success. Likewise, to make coaching a 
reality, NYCBC must understand the situation of the congregation and produce a 
strategic plan for the practice of coaching.  
To reduce the opportunities for mistakes, the church should move slowly into the 
coaching model. Otherwise, it will be difficult for the steering committee to make the 
timely and appropriate evaluations and adjustments. The authors of First Things First 
emphasize that “doing more things faster is no substitute for doing the right things.”60
 
 
The church core leaders have to focus on doing the right things at the right time, rather 
than doing things right without considering the priority. It is essential to know where 
each step is leading instead of how fast one is going. 
                                                 
60 Stephen R. Covey,  A. Roger Merrill, and Rebecca R. Merrill, First Things First (New York: 
Simon and Schuster, 1994), 44. 
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The Vision-casting Phase 
Vision-casting is a way to inspire and motivate people for God-given mission.  As 
George Barna says,  
It is the corporate vision that brings the team together and facilitates its 
passion to move forward as one. The vision unites and excites those who wish to 
be part of the process. The vision serves as the filter through which efforts are 
examined and success is defined by progress made toward fulfilling the vision. 
The vision is the core concept that the team communicates to the population it is 
leading.  Not only must the leadership team be united in its acceptance of and 
devotion to the vision, but unless the team can inspire others to own the vision, 
the team will fail in its efforts.61
 
   
The leader uses the vision as a flag to lead his followers.  The church’s leaders need to 
embrace and elevate the vision until the members can move forward together toward the 
goal.  The vision also shows the members a picture of the objective that God wants them 
to accomplish.  This can help unify the members in their hearts and minds, reduce 
conflict, and concentrate everyone’s energy toward working hard for God’s kingdom. 
Spreading the vision cannot be done only with a broadcasting method or one-time 
consultation; it must also use an interactive method to ensure that each person 
understands it.  Nor can it be spread too quickly or urgently. James Kouzes and Barry 
Posner remind leader that “the first task in enlisting others is to find out what you and 
your constituents have in common. No matter how grand the dream of the individual 
visionary, if others do not see in it the possibility of realizing their own hopes and desires, 
they will not follow. It is incumbent upon the leader to show others how they too will be 
served by the long-term vision of the future.”62
                                                 
61 Barna, The Power of Team Leadership, 26. 
 People need time to digest it, to pray over 
62  James Kouzes and Barry Posner, The Leadership Challenge (San Francisco: Jossey-Bass, 
2002), 113. 
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it, and to find relevance in it for their lives, until they can identify with the vision and 
willingly commit their lives to it. 
Some people say that, when one wants a plan to work in a community, it is a 
waste of time trying to get everyone to agree to it.  They say it is more important for the 
key leaders to come to consensus, but this is only partially true.  It is because each person 
is capable of being changed; even if they start off in accord at the beginning, some may 
disembark during the journey.  Also, a long time is needed for a project to be finished.  
Sometimes, people cannot endure the trial of time, especially when they have laboured 
for a long time and still do not see the destination; they may lose heart or become 
doubtful.  Therefore, having a vision reinforces their faith in achieving their goal.   
Before spreading a vision, the core leaders of the church must be very clear about 
how to tell the vision to the congregation.  Bill Hybels stresses that “goals have to be 
more than big. They also have to be clear. The old saying is true: What gets measured, 
gets done. Without clear goals, most teams flounder. They waste time, lose energy, get 
distracted, and eventually become demoralized.”63
                                                 
63  Bill Hybels, Courageous Leadership (Grand Rapids, MI: Zondervan, 2002), 90. 
 If the core leaders want to use a vision 
statement for sharing, it cannot be too long and complicated.  Instead, it must be concise 
and simple so that each member can connect with God-given mission. Moreover, when 
sharing with the congregation about the vision, the leaders’ perspectives must be united, 
as 1 Corinthians 14:8 reminds:  “Again, if the trumpet does not sound a clear call, who 
will get ready for battle?”  If some of the leaders do not agree, they must share their 
honest thoughts and pray together, until the group can come to a consensus.   
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Although the senior pastor and the chair of the deacon board are responsible for 
leading the spreading of the vision, other members of the core group also need to be 
involved in supporting and motivating.  Before telling the congregation, the best strategy 
is to get all the related church leaders’ understanding and involvement.  One way to do 
this is to hold a special retreat to give enough time to come together to pray and share 
opinions.  However, for the vision to become absorbed into one’s heart, the person will 
require constant reminders and encouragement.   
 
The Modeling Phase 
NYCBC, as a traditional church, cannot reform all of a sudden, without incurring 
an upheaval and major conflict among its members.  In this phase, the senior pastor 
cannot use his position to enforce his plan, but needs to increase communication with the 
church core leaders for modeling the vision and values of coaching.  As Robert Clinton 
says, “Prayer is a necessary leadership habit that enhances communication with God and 
secures vision for ministry.”64
Changing the structure of a church cannot be rushed.  Without proper 
organization and preparation, it will be even harder to reach the desired goal.  For 
example, it will be difficult to build a house without a plan and the steps to achieve it.  
Without a proper foundation, everything built on top will be unstable.  The result is that 
all the effort will be a waste of hard work and without fruit.  In a traditional church, 
 Therefore, the senior pastor needs to spend more time 
praying with the leaders for the Holy Spirit to guide them towards the same goal and 
direction.   
                                                 
64 Robert Clinton, The Making of a Leader (Colorado Springs, CO: NavPress, 1988), 115. 
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making a change is not a simple or easy task.  Even if the senior pastor has great plans for 
exciting visions and goals, many of the congregation may not understand or immediately 
support them, and may express opposition.  This is a natural reaction, especially in 
NYCBC, where many of today’s fellowships and small group leaders have experienced 
the failure of previous small group reforms.  The feeling of loss and disappointment has 
faded from some of their hearts. 
The senior pastor, as the most informed person regarding the strategic plan, is the 
model from which the other leaders learn.  If the senior pastor cannot demonstrate the 
new reform as a reality, it will be difficult to motivate the congregation to accept this 
challenge. James Kouzes and Barry Posner point out that “words and plans are not 
enough. Leaders stand up for their beliefs. They practice what they preach. They show 
others by their own example that they live by the values that they profess. Leaders know 
that while their position gives them authority, their behavior earns them respect. It is 
consistency between words and actions that builds a leader’s credibility.”65
In this phase, the senior pastor will personally be the coach for the fellowship 
counselors and invite the church pastors to become the assistant coaches.  For example, 
before Jesus gave His disciples the great commission, He became their model.  He 
personally picked and trained the twelve disciples, so that those who followed Him could 
 Therefore, the 
senior pastor cannot just talk without showing action; he must be a coach first, before he 
can invite other people to be a coach.  He has to personally show coaching’s dynamic and 
effectiveness as an example for his coworkers to follow. 
                                                 
65 Kouzes and Posner, The Leadership Challenge, 187. 
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see and experience how to make disciples.  If the leaders cannot show by doing, it will be 
difficult for the senior pastor to inspire his followers’ faith and morale.  This will directly 
affect the followers’ passion to commit their lives to the vision.  The senior pastor’s 
exerting personal effort to consolidate the church leaders’ wills is the first step to 
successfully lead the congregation.  
Moreover, in this phase, the senior pastor and the potential coaches should have 
more communication and personal sharing times.  Especially through constant prayer, the 
senior pastor should lead his pastoral coworkers and the counselors coming together to 
ask for the Holy Spirit’s guidance until the coaching vanguard are united under one 
vision.  This will improve the team’s cooperation and consensus during the next step.   
 
The Pilot Phase 
This phase is the first step toward reform among the congregation.  The steering 
committee for the coaching ministry should tell those participating that this is just an 
experiment, not fully developed, and in the editing process.  This reminder not only 
reduces the pressure on the participants, but it also gives the leaders more flexibility to 
make further adjustments.   
Therefore, the pilot phase should consist of a small and concentrated group.  This 
is to make it easier to treat any complications that may occur.  It can more easily create 
an opportunity for small wins, which will enhance the team spirit. 
Looking at this pilot phase as an experiment will help people feel less loss if there 
are complications along the way.  However, the main point of an experiment is to achieve 
a certain goal.  To get a good result, it needs to have a long-term plan, and it needs the 
appropriate people to participate.  This is the same as in an army, where one would need 
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to send the most able-bodied soldiers to the frontlines to better ensure a chance for 
winning. 
Of all the NYCBC’s fellowships, the one with the most potential to participate is 
the Canaan Fellowship.  This is because they have no pastor to lead them, and their small 
group leaders are lacking leadership to care for and support them.  Today, the leaders of 
this fellowship are still waiting for NYCBC to give their small groups adequate support.  
This set of circumstances provides a good opportunity to promote reform among them. 
However, this pilot phase would be a critical time for the experiment. To provide an 
environment scan to understand the existing challenges and opportunities for fulfilling 
the new vision and goal, it would be very helpful to use the SWOT (Strengths, 
Weaknesses, Opportunities, Threats) analysis to assess the current situation of the 
fellowship. Therefore, it is necessary to invite the broader leadership of this fellowship to 
contribute to the following SWOT template:   
 
Strengths 
• There are many mature brothers and sisters with in-depth biblical knowledge. 
• Have a thorough understanding of the church and a strong sense of belonging 
as have been attending for many years. 
 
• Have close relationships with many church leaders and other brothers and 
sisters. 
 
• Many brothers and sisters are actively serving or have experience in serving 
before. 
 
• Over half of the brothers and sisters have previously received leadership 
training. 
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• Very observant and meticulous in handling matters as wisdom is gained 
through age. 
 
• Willingness to accept newcomers. 
 
 
Weaknesses 
• Some brothers and sisters need to take care of their parents who are very old. 
• Very difficult to encourage brothers and sisters to serve again if they had bad 
experience before. 
 
• Have been in a comfort zone for a long time and does not like to change. 
• Health issues are getting worse and become a factor to consider when 
committing to serving. 
 
• Too subjective and does not accept others’ opinion. 
 
 
Opportunities 
•    Most of the second generation are already attending university or working 
which allows brothers and sisters in the parent generation to devote more time 
for serving and open their home for newcomers. 
 
•    Understand the needs of local community as most of the members have lived 
in Toronto for a long time. 
 
•    Most of the members have an excellent career and strong financial base. 
•    Looking forward to a new challenge in life. 
•    Most actively serving brothers and sisters feel very tired and need to get 
support and encouragement. 
 
•    Seek for guidance from church leaders and actively participate in church 
activities. 
 
•    Very close with the members of their age and they share a similar background.  
This allows them to have frequent communication and develop stronger 
bonding. 
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Threats 
• An excess amount of fundraising towards the enormous funding required by    
the church expansion makes the congregation feel uncomfortable. 
 
• Lack of parking spaces is a serious problem during church expansion. 
• A portion of the congregation may leave as their opinions on the church 
expansion are neglected. 
 
• The church does not have a strategic plan to improve the children and 
teenager ministries as requested by the congregation. 
 
• One of the pastoral staff is leaving in April 2010. 
• Deacons do not cooperate among themselves to show the required leadership. 
• Majority of the congregation belongs to the baby boomer generation and is 
aging. 
 
The Assessment Phase 
The leaders and coaches who have participated in the pilot project are like the 
vanguard in a war: not only do they establish the bridgehead, but they also have to report 
the frontline’s situation accurately so that the commander-in-chief has a clear idea of all 
the obstacles and challenges that are to come.  However, if they are to know the fruits of 
the pilot project, then they cannot rely solely on the leaders’ judgments.  The best method 
is to invite feedback from all those who participated in the pilot project.  Then, it will be 
possible to create an accurate and in-depth report. 
At the end of the pilot project, there should be two different assessments for the 
small group leaders and coaches.  The coach’s assessment is simple: through the 
Coachnet website on the Internet, there is a standard assessment test they can complete.  
This will help the coaches measure their skills level and see which areas to improve.  
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Also, the church can know how to plan an advanced curriculum that is more suitable for 
these coaches.   
The second assessment invites the small group leaders to fill in a coaching 
feedback form.  This is not only for gathering the small group leaders’ opinions about 
coaching, but also to evaluate coaching’s effectiveness for them overall.  The 
assessment’s results produce an in-depth review, which can be discussed and shared with 
the coaches.  On the one hand, it can help the coaches know how they affect the small 
group leaders, and the areas where they can improve and learn; on the other hand, it can 
help the church find out the potential challenges earlier, and give enough support to the 
coaches. 
In this phase, the church’s leaders should not just evaluate the results of the pilot 
project, but they have to assess the whole church’s existing situation.  The church will 
perform another NCD Survey, which will help the leaders once again examine the 
church’s strengths and weaknesses, so that they can make proper use of the resources that 
God has given them.  This will help them create more accurate strategies when they 
broadcast the reform. 
Therefore, at the completion of the pilot project, the steering committee should 
not rush to promote the coaching system at the congregation level.  The first priority is to 
arrange for the coaches to share their benefits from coaching with other fellowships that 
have not participated in this initial phases. 
 
The Set Up Phase 
Even if the assessment phase shows very good results, or the participants have a 
good response, this does not mean that the reforms can be broadcast immediately to the 
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public.  This is because some of the leaders may not be well-prepared and may still have 
some doubts. In this phase, the steering committee, on the one hand, should set a date for 
the congregation to have a consultation period; on the other hand, they should meet with 
those fellowship leaders who have not participated in the pilot phase.  The steering 
committee should take a further step to hear their opinions and aspirations for reducing 
the misunderstanding among them. 
When broadcasting coaching to the congregation, the greatest problem is having 
enough leaders to become coaches.  During this time, recruiting and training more mature 
fellowship and small group leaders to become coaches is a necessary step.  At this 
interval, the church needs to go further to improve its training material. 
During the set-up phase, there are two important tasks: dealing with the problems 
found during the assessment and preparing a good environment for promoting coaching 
to the public.  This preparation is not just the responsibility of the steering committee or 
the senior pastor, but also belongs to every core leader and ministry leader.  The Body-
Life Ministry is directly connected with the small groups and fellowships, so they must 
be prepared to discuss coaching with the small group and fellowship leaders, to help 
identify and recruit potential coaches to participate in the revised strategy.  The other 
ministries must also participate. For example, the teaching ministry has to work with the 
steering committee leaders to prepare material and a curriculum for the coaches. 
As an important part of the set up phase, the steering committee is responsible for 
clearly delegating and assigning leaders to move the plan forward.  Thus, when they enter 
the next phase, they will have more camaraderie and better leadership skills.  They have 
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to establish a cooperative and equitable working atmosphere.  Adopting coaching in the 
small groups is not a democratic process, but based on consensus among the group.   
 
The Public Launching Phase 
At this stage, even though the steering committee has enough preparation and can 
see the first fruits of their labour, the problem is that not everyone will be ready to accept 
the reform. The church core leaders need to find an appropriate time and opportunity to 
invite those who do not want to participate.  This can arrange the pilot phase’s coaches 
and small group leaders to publicly share their experiences and fruits.  Moreover, the 
church’s leaders can also share with and encourage individual fellowship leaders to join 
in the network of coaching. 
For those unwilling to participate in this phase, an allowance must be made for 
some time to reflect on the matter.  This is to avoid unnecessary conflict at this 
transitional period, and to preserve a harmonious atmosphere.  At this time, leaders need 
to ensure good communication with these believers, pray with them to seek God’s 
guidance, and trust that the Holy Spirit will do His work.  This is because what God 
wants the church to do does not rely solely on human work, but requires the church to 
join together to ask God for help, so that they can achieve God’s command as one. 
In this phase, the church’s core group leaders need to observe and listen more 
closely to the voice of the congregation.  Every six months, there needs to be an 
evaluation of which areas need improvement, in order to always have flexibility to make 
adjustments.  Especially during the beginning of this phase, the senior pastor needs to 
constantly share the vision and value with the congregation. 
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CONCLUSION 
 
 
The core leaders of NYCBC have recently had reflection and prayer before God.  
They understand that, if they stay with the traditions and do not change, the church will 
only fossilize and head toward ruin.  To find innovation and transformation, this paper’s 
goal is not to propose a big change in the church’s structure.  Instead, it is to identify the 
unchanged mission, but express it with a new vision and goal.  Through developing 
coaching, the church can build up a small group leader support system, so that small 
groups can become effective as an outreach, shepherding, and disciple-developing area. 
Today, there are a lot of books regarding how to help a church grow.  There are 
also many examples of churches that have grown successfully.  Among these data and 
examples, there is a lot of worthwhile material for church leaders to learn from.  
However, this does not mean that directly copying their strategies will produce the same 
successful results. 
In the last ten years, NYCBC’s core leaders have participated in many church 
revitalization seminars.  They have tirelessly searched for and learned many strategies for 
church growth.  In 1998, they tried to change NYCBC to be a church of small groups; in 
2004, they instigated The Purpose Driven Church campaign.  Sadly, after a trial period, 
these strategies did not bring the desired change to the church.  Instead, the population of 
the congregation has been consistently declining while the church loses momentum. 
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A church’s growth does not take just one path.  This is because each church has 
its own unique area, with different cultures, backgrounds, and needs.  Copying another 
church’s growth strategy without revising it for NYCBC’s personal needs will be useless.  
Without first identifying the needs of NYCBC, impatiently wanting to make change will 
only waste the resources of the church and may even create conflict. 
The past forty years have established NYCBC as a traditional organization.  
Today, most of the church leaders do not readily understand the reforms.  Therefore, 
when the church core leaders want to pursue reform, they must deal with the barriers 
inside the church.  Moreover, because the church is composed of immigrants, the 
congregation has multiple cultures and backgrounds.  Thus, the church’s reforming 
process will have different difficulties ahead.  If the church wishes the reforms to be 
successful, it must first investigate in depth the church’s current situation, with a focus on 
all the obstacles and cultural challenge it will face. 
In recent years, society and culture in Canada have undergone constant change. 
These factors, coupled with the economic recession, have caused mainstream and 
traditional churches to face big challenges. Hence, change and breakthrough in the church 
model is necessary in order to meet the needs of this new era. For example, in the 
Chinese community, many new immigrants regard church activities as social functions 
only. Nevertheless, the Christians’ children are also facing and dealing with cultural 
changes. It is necessary to provide a stable environment to nurture their faith. 
Investigating the failure of past reforms at NYCBC, the church core leaders have 
found that the main reason for the failure is that, during the reform broadcasting phase, 
there were not enough mature church leaders to share the workload.  Clearly, fast-
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growing churches, like Willowcreek Church and Saddleback Church, had their own 
strong spiritual leaders to guide them.  They were able to continue growing and did not 
rely solely on the senior pastor to shepherd the entire congregation.  The reason for this 
was that they had a team of fully devoted leaders to care for and develop small groups.  
Thus, each person who joined the church got sufficient shepherding through small 
groups.  Looking back, the main reason that churches were able to grow depended on 
whether the believers’ spiritual lives were healthy or not.  The health of the believers’ 
spiritual lives depended on the presence of spiritually healthy leaders to shepherd them. 
The church’s growth cannot happen overnight.  The leaders need to spend time 
and energy to develop the next generation’s leaders.  They cannot just focus on their past 
success, and neglect to make more disciples to work together for the future growth of the 
church.  If they do not rely on God to train the next generation, when this generation 
passes, there will be no one to accept this role, and the believers will not have a shepherd.  
They will become like a herd of sheep, which lacks a shepherd and will eventually get 
lost and fall prey to the wolves.  In the end, no matter how big the church’s building is, it 
can only become a museum exhibit to visit, like a dinosaur’s bones. 
Today, if NYCBC wishes to grow, it needs to examine whether its foundations 
are secure.  As in the Bible, if the foundations become rotten, then even the righteous can 
do nothing.  The church’s foundation is Jesus Christ, and the church’s existence is for 
doing His work in this world.  If the church wishes to fulfill God’s commands, then it 
must understand clearly the Great Commission given by Jesus. 
As the church promotes reform, it cannot leave the Great Commission’s charges.  
The church must understand the importance of disciple-making and use coaching for the 
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purpose of fulfilling Jesus’ command to make disciples. In order for NYCBC to be able 
to continue growing, the church leaders need to have a common vision and goal. As a 
start, it is essential that they understand and identify with the necessity of reform to fulfill 
their God-given mission. In their book Spiritual Leadership: Moving People to God’s 
Agenda, Henry and Richard Blackaby remind church leaders that “the greatest obstacle to 
effective spiritual leadership is people pursuing their own agendas rather than seeking 
God’s will.”66
Besides seeking a plan to promote growth in the church, the leaders should use 
every opportunity to share the vision of coaching, especially by the mouthpiece of those 
who will join the modeling phase of coaching. However, as the guide of the church, the 
senior pastor needs to direct the leadership team to fulfill God’s command, to motivate 
the other leaders to commit to the God-given vision and mission.  Before finalizing a 
reform plan, the leaders need to pray together and make the strategic roadmap for the 
practice of coaching.  For greater cooperation between the leaders, and understanding of 
what to do in the reform, they all need to understand who NYCBC is and where to go. 
 Hence, it is very important for the church’s core leaders to know how to 
lead their congregation according to God’s will.  
The practical application of the reform will need a detailed plan.  Promotion of 
the practice of coaching cannot be handled too quickly.  The core leaders need to 
understand first, and also to know how to put it into practice.  The senior pastor is an 
essential strategic leader to cast the vision and to lead the leadership team to be a model 
to show the congregation.  He also has to find appropriate people to confirm to be part of 
                                                 
66 Henry Blackaby and Richard Blackaby, Spiritual Leadership: Moving People to God’s Agenda        
(Nashville, TN: Broadman & Holman Publishers, 2001), 23. 
  120 
 
  
the pilot project.  Before launching the reform to the public, the church’s situation has to 
be once again assessed, and the coaching team needs to have enough time for preparation.  
This should include inviting the small group leaders to give feedback and giving the 
coaches enough training and support.   
The most important mission for a coach is to allow others to experience God 
personally and find out one’s mission. First Peter 2:9 stresses, “But you are a chosen 
people, a royal priesthood, a holy nation, a people belonging to God, that you may 
declare the praises of him who called you out of darkness into his wonderful light.”  
Every brother or sister is an ambassador for the gospel and is given the prestigious title of 
priest.  However, the believers seem to always forget all the roles and responsibilities that 
God have already assigned to them.  The essential responsibility of a priest is to act as a 
mediator between man and God.  Therefore, every believer needs to bring people back to 
the Lord so that they will make sacrifice and confess their sins with a thankful heart.  
Coaching is a simpler task than being a priest.  As long as one is willing to come 
alongside people to help them find out what God wants them to do, one is qualified as a 
coach. 
Thanks be to God for giving NYCBC leadership the challenge and opportunity to 
prepare His people for the future. When this strategic planning process is done, 
individuals at the church will be better guided with each one’s manageable piece of the 
puzzle. Working together with a clear strategy and plan, individuals will be able to make 
the contributions that are needed for fulfilling their God-given mission and vision to 
NYCBC. 
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